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In anfalyZing any subject, it may be desirable tc reduce 
it tc simple terms ardto shcw them in logical relaticn- 
Ships. In attemptirg to do this, it is inevitakle that 
statezents will be nade which appear obvious or trite and 
€ven reretitious tc those who are experienced in the 
specific sukject. If we are to properly communicate our 
thoughts on strategy and logistics, and we propose tc manage 
it as afpart of any organization (military, governgetrt, 
kusiness firm), then we ought to agree on some basic urder- 
standing of the concefyt. 

Ccnsiderable time and effort have been devoted tcward 
the develcpment cf credible strategic and tactical dcctrines 
to defend cur natioral interests. Various strategies are 
continually under review to find better methcds of 
Frojectirg gilitary fcwer. But through this process lcgis- 
tics tas lceng teen relegated to a category of séccendary 
importance. In many cases, the crucial logistical implica- 
tions of current strategies and tactics are nct even 
addressed, much less investigated and resolved. A review of 
histcrical and current logistical realities, and their 
impacts cn strategy and tactics will reinforce the critical 
necessity fcr us to €xamine logistical implications early in 
any strategic or tactical considerations or planning. 

This thesis research is -Fased on secondary data, 1i1.€., 
tased cn fpublished definiticrs and explanations of the 
ccncert cf strategy and logistics, and the relaticnshifs 
Kketween then. ‘The furpose of this thesis research is to 
study tke concept cf stratéegy/strategic management and 
logisticsylcgistics management cf both of the military and 
Eusiness fields, ard to investigate the relaticnshifs 


10 


ketween ailitary strategy and logistics, and finally to 
recomzend a logistics strategy for the defense of the 
Repuklic Cf Korea (RCK). 

Chapter two deals with the origin of the strategy and 
its ccncept of koth rilitary and business fields. It also 
describes the straté€gic management, strategic decision 
Frocéess, and perspectives of the strategic management of 
kusiness fields. 

Chapter three ccncerns with the origin of the werd 
"logistics", the corcert of military and business lcgistics 
separately, and with the integrated logistics support (ILS). 

Chapter four describes the relationships between lcgis- 
tics and strategy of military fields, and logistics imfacts 
co strategy and tactics. 

Chépter five reccuamends some logistics strategy for the 
defense of the ROK after investigating the relaticnships 
ketween the 0.S. and KOK, realities on Korean Peninsula, and 
the U.S. defense strategy in relation to ROK and its allies. 

The author gratefully ackncwledges the direction and 
guidance of his adviscr, Professor M. Ge Sovereign, and his 
second reader, Professor Koger Evered in completing this 
thesis. In particular, the author is very grateful tc the 
colleagues and others for their helpful advice, criticisms, 
and enrcourasement. 
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II. SIRATEGY AND STRATEGIC MANAGEMEN 


=e ae oS. SS SE SS —= == GE = 2 SSS 


Aw TEE CCHCEPT OF STEATEGY 


Recently, interest in strategic management has grcwo 
rapidly in the fields of business and military. TES 
interest in the topic reflects its importance despite the 
concertual confusion asscciated with the concert of 
strategy.? 

Reger Evered® eaphasized the importance of the ccnceft 
cf strategy by the fcllowing sentences ; 


The ccncert of Beet ea is central to the policy and 
managerial sciences. The ques of policy research sill 
€ influenced significantly by the care we take with 
conceptual clarity, particularly with regard to the 
prazxies of strategic management. The rush to guantify 
and tc aE PTY advanced statistical inference technigues 
is not jikely to frove fruitful for the field of stra- 
tegic management, etcniless rior care is taken with the 
reef ia. ccnstructs an theoretical orientation 
€ & 2 


Significant literatures on the concept of strategy have 
keen developed ina number of fields, mostly in the fields 
cf businéss management and military practice. However, the 
€xisting management literature on strategy is ccnfusing 
kecause cf the diversity of its meanings [Ref. 1]. Mcre 
specifically, alternative meanings are; 


(1). efficient task execution, (2). methods for achieving 
cbjectives, (3). overall mission, (4). a system cf ends- 
means relationships, (5). the frocess of selecting 


IMcst cf the ccncerpt of strategy are from the article 
[Ref. 1]. 


2fcger Evered is a Professor of management in_ the 


Admiristrative Science Department of the Naval Postgraduate 
Schocl at Mcnterey, Califorria. 
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cbjectives and missicrs, (6). the act of appreciatirs the 
envircnoment, (7). our Core existential choices [Ref. 2]. 


1. MIke Origin of the Concert of Strategy 


Fost words have a unigue origin, and strategy is not 
excerticn. The word strategy comes to us from the Greek 
word "Strategos", which means a general in command cf an 
army (strategos, aray + agéin, to lead).3 Most early Greek 
states after 550 BC had a “strategos", or general cfficer of 
the army. Criginally, he was a military official, but later 
acquired increasing administrative, civil and political 
functions, to become an important state officer. In 500 BC 
a "strategia", or btoard of 10 generals was set up in Athens, 
as away cf coordinating 10 tribal units and diffusing 
Fower. Tke 10 "stratecos" that made up the "strategia" Loard 
were for several hundred years essentially the governors or 
CEOs cf a region. Tke "strategia" was not, however, a toard 
in the mucdérn sense; there was no collective responsibility 
and nce unanimous policy. Frem 509 BC to 490 BC, Athens 
confrcnted a wide spread revclutionary atmosphere, a crisis 
cf the fcrm of goverrance (desocracy vs rule by council vs 
Lule ky streng aristccrats), anda crisis of foreigr [fclicy 
(celaticns with Persia, Sparta and Ionia). During the &th 
century EC, the pcwers of "strategia" were consideratrly 
increased Ly political functions, especially in fcreign 
affairs. Tte chief cf "strategia" was at once the Ccumander 
cf the Army, the head of the state, the president cf the 
federal assemblies and foreign minister [Ref. 1]. 

The evolution cf the idea of strategy was ; 


Stratecos refered tc a role (a general in command of an 
ae Later it came to mean ‘the art of the general’, 
which is to say the psycholcgical and behavioral skills 


3See Webster's New World Dactionary, Collins torld 
Eublishirg Company, FE. 424, 1574. 


cons 
dad 


-he cccurfied the role. By the time of Pericles 
it came tc mean Managerial skill (administra- 
ership, cration, OES And by Alexander's 
2 
d 


) 

ead 

30 BC) ait referred to t Skill of Sted 
an ie 


forces tc overcome cfrosition, _ to create a uni 
system of dees gcvernance. Pericles provides a fine 
example cr strategy in the political and the_ state 
managerent sense, and Alexander provides the ultimate 
exaufle cf strategy in the gilitary sense [ Ref. 1]. 


It is meaningful tc ccmpare the situations Leétween 
Greek anc current situations whether it is of business or 
military. The Greek states are analogous to corferaticns 
that crganize themselves in a variety of ways, that comfete, 
that fcrm ccalitions, that must deal with massive envircn- 
mental threats (Persian invasions) and opportunities 
(creatin¢ a unified wcerld) [Ref. 1]. 


2. dhe Concept ci Strategy in Military Field 


Ike history cf military strategy is lcng, and it has 
keen sritter by numerous authors and strategists. Rocer 
Evered stated that tke first recorded statement on tilitary 
strategy is that by Sun Tzu, written in China around 360 EC, 
and new entitied, "Tre Art cf War"* [ Ref. 1]. 

[Tesprite the scope of the military strategy litera- 
ture tkere is still no agreed definition of the frecise 
weaning cf the term strategy (as in the corporate field). 
The term Strategy first gained currency in Europe during the 
time cf£ the Napoleonic wars. Prior to this time the tern 
"Strategem" was used (since abcut AD 1500) to denote a trick 
Ey a general designed to outwit or surprise an enemy. After 
the Kapclecnic fericd, strategy referred to the art of 
Frojectirg and directing the extensive military oferaticns 
cf campaign, which might te a seguence of tattles. 
ClausewitzS defines strategy in this post - Napoleonic sense 


a eS 
Izu, Sun, The Art of War, Oxford (1963). 


Me Earle, Makers cf Modern Strategy, Prirceton 








SE. 
(1944). 
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; Strategy is the art of the employment of battles to gain 
the ckiective of war. In cther words, strategy fcrms the 
flan cf tke war, takes out the proposed courses of the 
different Campaigns thich ccmfose the war, and results in 
the E-attles to be fought in each. Clausewitz devotes much of 
bis writings to arguirg that war is both a social and felit- 
ical act, tut also a real pclitical instrument, a continua- 
tion cf Fclicy carried out Ey other means . for Clausewitz, 
the ain cf strategy is the destruction of the enemy forces 
ch the Etattle fields [Ref. 1]. 

hith the grcwing complexity and interconnectedness 
cf sccieties, technclogy and warfare, Nations fcund it 
necessary to manage their policies through folitical, 
econozic, technological, psychological and even religicus 
factors, alcng with the purely military component. The [rca- 
dening cf the instruments of conflict combined with the 
klurring of distinctions between military and nonmilitary 
and ketween war and peace, led to the appearance of the term 
"grand strategy" or ("total strategy" or "higher strategy"). 
Grand strategy meant the art cf employing all the rescurces 
of a naticn (or coalition of nations) to achieve policy 
cbjectives [Ref. 1]. 

The distincticn between strategy and tactics is also 
somewhat Elurred. The traditional distinction 1s that 
strategy deal with desloyment, over wide spaces, long times 
and large movements, and Lefore contact with the eremy ; 
tactics deal with actions cn the battle field itself. 
Kkeoginsky® defines strategy as the comprehensive directicn of 
power, and tactics as the iamediate applicaticn of power - a 
distirction which is not limited to the military area. 
liddel-Hart? states that tactics lies in the province of 


=e 2 a Oe ee SP SP OPS 6 4 ae oP oD 


Hs insk elopment of Naval Ibeought 
fava far Ecilage “Press sth. 2 SS9E2 a Tes seguir. 


7See Ej H. Lidddel-Hart, Strategy, Praeger, New Ycrk, 
Ge. 
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fighting. Strategy rect only stops on the frontier, but has 
its purpese the reduction of the fighting to the slenderest 
possifle ;rcportions [Ref. 1]. 

Roger Evered takes the conception of strategy fron 
Liddel-Hart for tke strategy in the Military field. 
Iliddel-Hart defines strategy as " the art of distributing 
and applying military means to fulfill the ends cf felicy." 
liddel-Hart distingtished strategy (pure, Or military, 
strategy) from grand strategy (higher or total strategy) as 
follcns ;" the tera ‘strategy is best confined tc its 
literal searing cf ‘cseneralshir' - the actual directicn of 
wilitary ferce, as distinct from the policy governing its 
emplcymert and combining it with other weapons ; eccncmic, 
fFolitical, psychological." Such policy is in application a 
higher level strategy, for which the tern "grand strategy" 
has keen ccined [Ref.j 1]. For more Liddel-Hart's conceftion 
of strategy such as direct and indirect approach, see 
[Ref. 1]. | 

There are twe cther uses of the term strategy ir the 
Bilitary. The first has to de with "force acguisiticn"™ or 
new military force. MThe traditional meaning of strategy has 
to do with deplcyment and uses of forces. Throughout the 
present-cay defense establishment, however, strategy is used 
to denote the acguisition of néw weapons and technologies to 
deal with the "threat" that is presumed because the Scviet 
Union has acguired new weapons or technologies [Ref. 1]. 
Cne pregnant ccmparison by Roger Evered is the analcgy it 
represents to competitive business strategy, A competitcr is 
found to have or to ke working on, anew product that has 
significantly increased carfakility. This is seen aS a 
threat tc the Ere Mh , Since market share may be lcst and 
growth gay suffer if the threat isn't responded to. The firnm 
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evaluates the Sittation and selects its resrcnse in 
accorcance with a strategy. The second other military tse 
cf the terg strategy Las arisen since the strategic kcmbing 
cf WWII. The use of military force against the ncnrilitary 
aspects cf enemy - industry, raw material, population...etc. 
- is cften called strategic. The advent of nuclear wearens , 
carried ky submarines, aircraft or missiles, has ircreased 
the use cf the tern "strategic" in this sense, almost tc the 
Fcoint where “strategic” and “nuclear weapons" are synony- 
mouse What is really implied, however, is that nuclear 
weapcns are being tsed aS instruments of threat to the 
enemy*s rcngilitary ccmponents [Ref. 1]. 

Reger Evered stated that both these extended sean- 
ings cf strategy - force acguisition and threat to the 
enemy*s rescurces - are compatible with the Liddel-Hart's 
concefticn cf strategy. They are both examples of the indi- 
rect approach by which military forces are being used feten- 
tially to gain naticnal advantage without direct use in 
battle. Military fcrces are used to modify the pfsychclcg- 
ical exseriences of the enemy in order to destroy his 
Furpese, rather than destroy its assets. In short, strategy 
is viewed as the art of winnitg frotracted struggle retween 
enemies [Ref. 1]. 


3- Tbe Concept cf Strategy in Business Managemert 


The majcr furpose of the clarification cf the 
concest cf Fusiness strategy is to give the CEO or ;fresident 
or general manager cfa firm an active management afrroach 
which emkraces the pcint of view of the CEO and the ferspec- 
tive cf the total organizaticn. Andrews® defined strategy 
for tke corrorate business as: 


The ncept of Corpcrate Strate 
“FST hose“ F 1986p s ae QE sStPstakts 2tts SEUV« 


SK. 
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Corporate strategy 1s the fattern of decisions in a 
company that deté€rmines an reveals its objectives 

purposes cr goals, roduces the princiral policies an 

plans for achieving those goals, and defines the range 
of Eusiness the cCcmpany is to pursue, the kind of 
eccncguic and human crganizaticn it is or intends to te, 
and the nature of the econcmic and noneconomnic contritu- 
ticn i1t tends tc make to its shareholders, and 
emplcyees, customers and ccarunities. 


The concept of strategy guoted above reveals a 
respect for the CEO cr general manager of a firm. Andrews' 
concert cf strategy is dominated by the determinaticn of 
corperate purpose of €conomic, human and social terms, and 
ky consideration of the future character of the firg in 
relaticn tc opporturities, threats and constraints. The 
highest furction of the CEO is the management of the future- 
criented rurposeful develcrment of the enterprise. The 
Folicy problems of business, like those of policy in public 
affairs, have tc do with the choice of purposes,the melding 
cf ccrforate identity and character, the unending defirition 
of what needs to be dcne, and the mobilization of resources 
for tke attainment cf goals in the face of aggressive ccmype- 
titicn or adverse circumstances [Ref. 1]. 

Cne more view of strategy by Andrews is the [recess 
view, 1.€., strategy is viewed more as a fluid to be werked 
with than a thing to te actualized. Andrews concertion of 
strategy is described as "an organizational process fcrever 
in mecticr" and as tke interface between the organizational 
Frocess of formulaticn and the organizational frocess of 
implewentation. And the detergrination of the purpose is in 
reality ir dynamic interrelation with its implementation 
[Ref. 1}. 

In general terms, strategy in the corporate manage- 
went field is seen as a process for generating viable 


1€ 


directiors that lead to satisfactory performance in the 
market place, given a variety of constraints and the exis- 
tence cf ccrpetitions [Ref. 1]. 


EF. ‘STRATEGIC MANAGEBERBT IN BUSINESS FIELDS 


Strategic manayement has become a popular fhrase as CEOs 
struggle tc cope with the ccaplexities of world eccncnic, 
Folitical ard industrial situations in the 80s [Ref. 4}. 


1. Lefining a Strategic Decision 


It is an imgertant factor for the CEOs to specify 
the differences between strategic decision and tactical 
decisicn. TJactical decision making may lead to efficient 
cperaticns, but strategic decision-making is necessary to 
assure that an organization achieves long-term success in 
varying Ssituaticns. ‘¢trategic decisions involve the deter- 
nuination cf the basic long term goals and objectives cf an. 
organizaticn, the adcption cf courses of action, and the 
allocaticn of the resources necessary for realizing the 
goals. The adoption cf courses of acticn and the allocation 
cf resources involve all phases of long range flanning 
[Ref. 3]. 

George He. Rice Jr. stated that most of the litera- 
tures cn Eusiness pclicy and strategy argues that strategic 
"decisiocrs? 

1. Have a Significant effect on the overall ccrpany 
operation, ratker than having an effect confined tc a 
Single pcrtion of the ccmpany. 

2. Have a relatively long - term effect (e€.g. ; EFrecdtct 
life cycle) rather than a short term effect. 


9* Fer nore detail related literatures, see {Ref. 3 fp. 
62 fcctncte 8. }. 
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je Reflect an attempt by the CEO of the company to 
achieve major company goals and objective. 

Fice further stated that the third of this criteria 
is the mcst important. The fact that a decision has a long- 
tec@ impact on the ccmpany is nct so definitive as is the 
fact that a manager made the decision deliberately in crder 
to achieve a long-term goal, or to build and shape the 
company to meet anticipated future demands to be made cn it 
[Ref. 3]. 


z- Zhe Necessity of Strategic Management 


Scmetimes the lack cf concern with strategic manage- 
ment is attributed tc ignorance about the alternative cppcr- 
tunities, cr attribtted to the inability of management to 
exercise sophisticated analysis. 

The systematic strategic management concepts were 
not acceyted by the frivate sector (if they were accerted, 
it was very few). Sirce the Industrial Revolution, the world 
has nct lacked for industrial leaders who are men of initia- 
tive, vision, and inventiveness. Infallible intuition 
guided tkeir fortunes successfully. Even though part of the 
success was luck, these individuals did not see the need for 
formalized strategic management. Rapid growing eccncny 
always has room in the market place, our rapid expanding 
industrial tase did nct reguire extensive planning Lecause 
cpportunities were there. As the corporate world became mcre 
complex, crcwded, mature, and offered fewer opportunities, 
strategy become more important [{Ref. 4]. 

Today, however, the corporate environment desands 
that attention be placed on strategic management. New tech- 
niques have opened nes markets, i.e., health care , communi- 
cations, automation, information services, and many 
€lectronic advances. Many factors complicate the sarket 
Flace ; new jet age ; the energy crunch ; the growth of 
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large diversified films ; growth of the werld market vs 
regional market yslace ; new marketing tools and technigues 
(e.ge; 1.¥., Automated phone messages) ; consolidaticn of 
clder, more mattre industries such as the auto industry ; 
rapid exfansion of new and embryonic business such as the 
computer industry, eléctronics, and avionics ; the infcrnma- 
tion €xpansion ; and industrial automation. The igfact of 
any cne cf these elements on a business has been and can be 
dramatic and dynamic. These conditions make it necessary 
for tke CEO to focus cn the business he/she is in, the envi- 
ronment cf the business, the strategic characteristics, and 
their relative competitive fosition [Ref. 4]. 


Cw STRATEGIC DECISICS PROCESS 


Icday tke ccrporate environment demands that attention 
ke placed cn strategic managenent. For strategic manage- 
ment, there should te certain decision processes. Strategy 
has unigue characteristics which should be considered befcre 
making strategic decisions. 


of Strategic Decision Process 








Strategic decision-making deals with the uncertainty 
and risk of a rapidly changing and complex environment. tThe 
unigue nature of strategic decision making in contrast to 
cther kinds of decisicn making, is that it must continucusly 
deal with the unfamiliar and the unknown in additicn to the 
familiar and known. The strateyic manager must deal with 
continuously different situations for which there are no 
formulas, ucdels, prcegrams or deriveable solutions [Ref. 2]. 

It is meaningful to distinguish the differences 
ketween strategic dé€cision making and problem solving, 
kecause tktere usually is some confusion in using the tern 
"decisior gaking" and " probles solving". Familiarity with 


me mm cm a a crm mem a im mr rr ei 


STRATEGIC DECISION MAKING 


Fartial vision cf an Saaght rut 
"unfagiliar™ tctal skill and Significant 
Situation (perscn + SaaS oo Sa SeLeVvVIcslcr c£ 
organizaticn tenvironment) judgement total | 
Situaticn 


ERCELEM SOLVING 


Full knowledge Definitive Corplete 

of a familiar solution 

lignited problem area ee eee eee > of linited 
technigue prcblen 


Figure <z.1 Strategic Decision Making and Problem Solving. 


a Situation implies a non-strategic problem. A _ frotlem is 
defined, a logical nmethcd is applied, anda rational sclu- 
tion is worked out which is subsequently implemented with a 
contrel precedure. In strategic decision making, there is no 
cne metitcd for hardling the problems, because it hasn't 
arisen refcre or its precise nature are complex [Ref. 2]. 
The tajcr distinctions!° are presented in figure 2.1. 


2 ‘The Decision Frocess Model 


Any kind of decision-making follows certain phases, 
Kut there exists no ferfect mcde€el which can deal with all 
kinds of decisicn making. A generalized decision frccess 
model, as shown in figure 2.2, implies that all decisions go 
systematically through certain phases.!1! Using the figure 
Ze2, the first and second phases should be strategic manage- 
kent, and we can see the difference between strategic 
Managenent and oferational management. The strategic 


1CFicure 2.1 is reproduced from [Ref.j 2 PP. 127]. 
11Ficgure 2.2 is reproduced from [Ref. 2 pp. 129]. 


22 


Ccntact with ervironment $$ +----------- 


Recognize total situation | 
Attrikute meaning Strategic 
Judge value Management 


Diagncse situation 
Define protlen 


Set-up Ob jJeéCtives s==c2-2c---as40- sae 

Find alternatives and methods--------- Administrative 
and ccmpare. 

Aralyze alternatives----------------~-/ Management 
Make trade-offs 

Select a plan tc foll cw--~---~-------=-- | 
Inplesent the flan”)... s-saee0- > ae Cperaticnal 
CEntEc] | (Se (See eee eee Management 





Figure 2.2 The Easic Phases of the Decision Process. 


decisicn frocess brings into play the more qualitative, 
tacit, and intuitive rowers of the human kinds, in addition 
to its raticnal, logical and guantitative powers. The etra- 
tegic decision maker nust take in and make sense of as nuch 
cf the environment as he can. He must sense, perceive, judge 
and ccmprehend a wide range cf factors and gualities ina 
specific concrete situation. He must synthesize and -alance 
the cich ccmplex of interdependent forces, factcrs and 
features. And he mtst select an acticn or activity which 
will mcdify or unbalance the situation in some preferred way 
(Ref. 2]. For more strategic decision process in ofen 
system, change, individual styles, organization, see [Ref. 2 
Ep. t:1 = 26] - 


CT. TEE EERSPECTIVES CF STRATEGIC MANAGEMENT 


A recent study [kKef. 5] reveals that companies reccgnize 
that their ;froblems, challenges, current efforts, and recon 
for fregress don't lie primarily in the area of strategic 
decision making, but in three other related areas ; struc- 
ture, planning process, peorle and style. 

Ihe study results are; 


1. Ali.comfanies oa are chan 2a. heir organi- 
zational structure to get bettér eee cut of 
their strategic thinking. They feel hat their 
current structure, five or ten years old, is not 
capable of [roducing the Cups of strategic déci- 
sicns that are dictated by he slow growth envi- 
ronment, tke new challenge of technology, OL 
glcbal competition. 


ze Also companies are struggling with improving or 

mcdifyirg tkeir strategic planning process tc get 
better strategic decisions. Overall they fé€éel 
that the way if which the strategic decisions are 
made 1S a crucial frocess to Manhage in order tc 
get the prefer decisions. AS a result, many 
Companies are erangzn9 their strategic flanning 
cycles and Seeks or the location of the planner 
to get new, different, or better strategic deci- 


sichs. 
ele Einat ays ang without exception, all eer ee 
shculd realize that ,in act, good strategic 


decisions, and plans will only occur thanks ‘tc 
right Beye Ad themes encouraged by the chief 
executive and to jpeople who have internalized 
strategic tkinking. Peorle's behavior, judgement 

and past experience and the CEO's style very nuc fh 
influence tle quality and type of strategic deci- 


Sicn made [kef. 


These study results are only from large -usiness ccmfa- 
nies, cut we Can thirk them in connection with some gilitary 
fields alsc. In otter words, Some military may need new 
structure tc get better strategic decisions, need froprer 
strategic filanning frocess, and need right wilitary 
perscrnel who can thirk strategically. 

Eecause of the urcertainties of the future, strategy 
formulation is extremely difficult without exact forecasting 
cf the future Situaticns and environments. In current 
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Situaticrs, high technology and competition, manager of 
Lusiness field should think of strategic management net orly 
as making strategic decisions, but also as composed of fcur 
strategic management ccmponents, i.e., decisicns, structure, 
fFlanning recess, fpeécgle and style [Ref. 5]. For €xagple, 
ganagexr should ask fcllowing guestions; 

1. Wkich structtre will test channel strategic deci- 
sicns? Loes the current structure and information 
system help strategic decisions? 

2. Ue the péople have the experience and capfatilities 
fer strategic thinking? 

Ic improve strategic sanagement, either business or 
gilitary, the foiicwing areas should be considered and 
researched. 

1. Structural change; reorganization of current ccatrol 
ard informaticn systemgs ( MIS subsystems) aimed at 
strategic matters. 

2. Feople selecticn and training; select right people 
and train ther to think strategically. 

3. Fturther research is reguired in strategic flanning 
systems and tkeir impacts on decisions. 


34 mcre inflications for management, see [Ref. 5 FP. 29 - 
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AWD LOGISTICS MANAGEMENT 


Aw TEE CHIGIN OF THE WORD LOGISTICS 


Althcugh many effcrts has reen made to define precisely 
the ccncerpts of logistics, there remain today many shades of 
Meaning for this term. It is important to understand 
Frecisely what the ccncept encompasses in order that flan- 
hing ard cogmunicaticr may be facilitated [Ref. 6]. Graham 
We. Rider, USAF, investigated the origin of the word "lcgis- 
tics" in his article [Ref. 6]. It might be meaningful to 
examine the origin of the word "logistics", even though it 
was investicated by Bider earlier.i?2 

In the teginning there were two words, “Logistikos" and 
"Logisticus". The first is Greek, the second is Latin, and 
they Ectk had the sane meaning - calculation or reascnirg in 
a mathematical sense. At some later time the word tcck ona 
second meaning, so tkat today “logistics" in current usage 
can take either one cf two totally different definitions. 
The first Beaning , to reason mathematically, has remained 
constant fcr centuries. We can trace the second seaning of 
logistics tack to scme obscure early usage of the Iatin 
root, log-. Lathaz!3 states that “logluguea", a ncun 
meaning lodse or hut, appeared in records dated 1350 ; and 
"logic", a verb meaning to lodge or dwell, appeared in 13€0. 
He attrikutes the Frerch verb, “loger", meaning “tc lcdge" 
to this Latin antecedent, and we might note that the rcot's 
usage is current. Tke French verb “loger" leads us directly 
to the second meaning of logistics. As civilized sccieties 


12Mcst of the cortents cf the origin of the word “lcgis- 
tics" ccuze directly frcem [Ref. 6 pp. 25]. 





13Rcnald E. Lathan oSgee Medieval Latin Wcerd list, 
londcn, Cxfcrd University Pres PP 280 - 281, TY65. 
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grew cut of the Medieval Age and began to acquire scrhisti- 
caticn, sc too did tke nature of the warfare in which these 
societies engaged. Armies grew in size, and the protlens of 
administering them also grew. Sometime near the year 1670 an 
adviser to the French King, Louis XIV, proposed a solution 
for these gilitary ficblems in the form of new staff ¢etruc- 
ture for the army. Cne of the newly created positions was 
that cf Marechal General des Logis, whose title came fron 
the verrk "loger". This officer was responsible for flanning 
marches, selecting camrgs, and regulating transportaticn and 
supply.1% This irstarce appears as the first applicaticn of 
the new weaning of lcgistics and first organizaticnal usage 
cf lcgistics as we recognize it today [Ref. 6). 


Ee SBILLITARY LOGISTICS 


1. The Evolution of the Cencept of Military Logistic 


In many writings, the evolution of concept cf mili- 
tary logistics is described, kEut lLukert Jr. arranged it 
systegzatically by tigze and ccntents [Ref. 7]. The first 
Serious attempt at a definition of logistics was made in 
1838 when Baron Antcine Henry Jomini divide the art of war 
into five separate and distinct parts - strategy, grand 
tactics, ilcgistics, engineering, and minor tactics. To 
Jemini, logistics enccmpassed all military activities e€xceft 
those of actual comkat and planning of that comkat.!5 The 
word logistics was little used until Captain Alfred 1. Mahan 
intreduced it into U.S. naval usage near the end of the 1Sth 
century. Mahan's impact on pilitary thought is unguestioned 
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and his saLritings revitalized and enlarged Jomrini's ccncefts 
[Ref. 7]j- 

Altkough military flanners continued to recccnize 
the necessity for tke broad-rkased industrial and eéccronic 
suppcrt envisioned by Mahan, cfficial definitions of lcgis- 
tics remained sketchy until the term came into vcgue in 
WHIT. Until WWII, ilcgistics was described only the tradi- 
tionally narrow functicns of movement and supply which char- 
acterized its usage through the feriod. Since WWII, the 
trend in official definitions has been toward a gradual 
widening cf the functions included in the generic field of 
Bilitary logistics. But the economic and mobilization 
aspects of logistics, envisioned by Mahan, have yet to gain 
cfficial sanction or to be included in any official defini- 
tions of the terag [Ref. 7}. At the time of 1974, the offi- 
cial dictionary cf tke DOD still reads ; 


Logistics ;._The science of planning and eed cut the 
movement and maintenance of forces, In its most compre- 
hensive sense these aspects of military oferaticns 
which deal with ; (1) design and development, acguisi- 
ticn, stcrage mcvement, distribution, maintenance, 
evacuaticr, and disposition cf material ; (2) movement, 
evacuation and hosfitalization of personnel ; (3) acgui- 
Siticn cf construction, maintenance, Operaticn and 
disfositicn of facilities ; and (4) acgquisiticn or 
furnishing of services.!6 


There is soge evidence that the term logistics is 
again being utilized to enccmpass many of the naticnal and 
lnternational aspects envisicned by Jomini and Mahan. 
Ferhars even of more importance is the continuing reéeccgni- 
tion cf the interdeyendence cf strategy, logistics, and 
national security. These trends can be traced [y "The 
Meaninc cf -Logistics" written after WWII, Ey Duncan 
Eallartire. For it is in his discussions that we see the 


16Q.£. Joint Chief of Staff, Dictionary of U.S. Military 
Terms fcr Jcint Usage, JCS Fub. T, Washington, U.S. Govt. 
Frint. Ctif., T9366 
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first emphasis on defining logistics as including all thcse 
Frocesses critical to the development of a nation's 
strategy. FEallantine provides one of the first bDroad-tased 
definiticns of the térm, when notes that; eee l1cegistics 
signifies the total process Ey which the resources cf a 
naticr - material ard human - are mobilized and directed 
toward the accomplishment of military eénds.... Ercadly 
conceived, the logistics process is thus the means where by 
the Law war-making capacity of the nation is transfcrred 
into instrugzents of fcrce ready to be employed in fursuit of 
strategic or tactical objectives.!1?7 Duncan Ballantine also 
develcred a theory which credited logistics as the "tridge" 
ketween the two elements necessary for a nation to success- 
fully wage war - its military forces and its economic cafa- 
kilities [Ref. 7]. 

Henry Ew Eccles has extended Ballantine's thecrié€s. 
He has ccnstantly fought for the acceptance and legitisiza-. 
tion cf logistics as the key-stone of a bridge between the 
Taticn's war potential and the forces it fields for rattle. 
Eccles feints out that the industrial capacity of a nation 
limits tte creation cf combat forces while the emplcyment of 
those forces 1s limited by the military commander's lcegis- 
tics restraints. 18 

In 1977, Colcnel Edward P. Lukert, Jr. USA has [roa- 
cenec and separated tke term logistics frcm its traditioral 


wilitary and wartime ccnnctation - Logistics andas its 
subsets strategic logistics and Operational Jlcgistics 
[Ref. 7]. 
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teenie Concept cf Military Logistics 





AS cne can see in the evolution of the concert of 
Rilitary lcgistics, since WWII, the importance of lcgistics 
has Leen stressed at all levels of military activities, and 
Hilitary writers have been stressed its various aspects at 
length. Even though we understand logistics better than 
EFefore tke war, we still have many deficiencies in the field 
cf logistics pian and capabilities. Among the obstacles to 
improvement are the uncertainties that exist as to the 
weaning cf the word itself and as to the proper flace of 
logistics in military organizations and plans. This is 
Fecausée logistics has several distinct aspects and in each 
aspects tke defiriticrs and descriptions differ. Freguently, 
therefore, ;seople may te talking from diverse points of view 
withcut realizing the effect this has on their descripticns 
and cfanicns. Each will be ascribing a different meanirg to 
the werd without realizing it. There exist many writings. 
which define the logistics ccncept in the military field. 
Among them Eccles defines lcgistics in comparative term with 
cther art or science - pure logistics and applied logistics. 
Grahag k. Rider presents a cumulative approach in his 
article [Ref. 6]. 

Graham W. Raider defined logistics at three levels, 
1.e€., sccic-economic function, system process, WwOLk- 
functicral levels. His definition of military logistics is 
as fcllow; 


Physical Supply ard Physical Distribution that creates 
tize and place value for military goods and services. As 
a wilitary organizational Sue ben the purpcse of lcgis- 
tics 1S -_accomplished t rough the processes = of 
Beda oee cee Determination, Acquisition, Distrilfuticn, 
and Ccnservaticn. The organizational work-functicns or 
physical tasks that must re performed to accomplish the 

urfese of military logistics are Traffic Management, 
PRee ey Maintenance, and Facilities Engineering 

ef. ° 


Military logistics ; The social and economic functicn of 
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Rider commented akout his definition of frilitary 


logistics as follow; 


_ At the socio-economic level, the overall furrese of 
logistics is to create time and flace utility, or Value, in 
sog2 3 and services. In practical terms, logistics is the 

uSiness of. Jet eee Light thin to the right’ flace at 
the right time. This generally takes flace in two stages, 


1.e€., ° we .acguire it frcem a manufacturer and then we 
distrikute it f0 a user. This two step function, sometines 
called producer logistics and consumer logistics, 1s best 


descriredc as physical supply ard physical distributicn. 
The system processes describe a series cf action 
taken to accomplish the overall PabEoss of logistics. They 
illustrate the fact that, |. aithouyh logistics can be 
described as a two-step functicn in socio-ecOnomic terms, in 
fact icgistics 1S a ccntinuous closed system in the military 
crganazaticr. Given a operational need, logistics translates 
the need into specific reguirement acquire the gccds and 
services sc specifies, distributes then, and conserves tken 
through such actions as_ protective storage and maintenance. 
Conservaticn alsc includes disposal so that when an item is 
no l¢enger needed it can be removed from inventory and a new 
reguiregent determined. 
,. At. the work-function level, the terms. used to 
describe the actual jcbs that a logistic organization should 
Oo. They 2 ee 1n fractical terms the Siete processes of 
logistics - these are the jobs that must be done to get the 
right thing to the right place at the right time. The jcbs 
should re readily reccgnizarle [Ref. 6]. . 


E. Eccles defined gilitary logistics in twe ways - 
Fure logistics and applied logistics. He stated that the 
word logistics is an abstract term which represents a very 
Fractical reality; ir its abstract sense it, like strategy, 
tactics, €conomics, and politics, is not susceptikle tc a 
Single and fermanent definition; rather it can be descrited 
in a variety of wayS in very general terms; if it is to be 
understocd, it must be approached from various’ fecints of 
view, ard it must discussed and described by reference to 
cther intangibles and abstract terms; it is only thrcugh the 
consideraticn of one abstract term with relaticn to the 
cther abstract terms with which it is naturally associated 
that the true picture can be developed and described. 

He also stated that; 


Pure lcgistics is merely a scientific inguiry into the 
tnecry cf logistics - 1ts scope and function in the 
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science cf war, with a broad outline of its 
orgarization.. applied logistics rests upon the rure, 
and ccrcerns itself, in acccrdance with general princi- 
ppc te with detailed manner of dividing labor in the 
ogistical field in the frefaration of war during its 
duraticn [Ref. 8]. 


a. Pure Logistics 


Eccles defined pure logistics by using the 
following three descriptions of abstract logistics; 

1. Legistics is all that fart of the war which is not 
ancluded in strategy and tactics. 

2. Strategy and tactics frovided the scheme fcr the 
ccnduct of military cferations ; logistics frovides 
the means therefore. 

3. The logistics frocess is, at one and the same tine, 
tke wilitary element in the nation's econogy and the 
econcmic e€lemert in its military operations [Ref. €].. 

From above descriptions, he saw war itself in 
its akstract sense as comprising three interlocked abstrac- 
tions - strategy, tactics, and logistics. 

Based on kistory, we find that war is a matter 
of infiritive variation, in which no two situaticns are 
Frecisely the same, and that in all war situations the 
acticns and decisions are based upon a blend of strategical, 
tactical, and logistical considerations. If we ccnsider 
these abstract terms as three overlapping disks, we can see 
where scme sSitwaticrs involve all three considerations, 
cthers invclve two, and some only one. However, as we study, 
we realize that the dividing lines tend to blur and in scne 
cases to vanish. A somewhat different approach would te to 
say that, in its akstract sense, war is a combinaticno of 
Hllitary, fclitical, e€conomic, and geographic situations and 
considératicns. Here again we find a variable blend of 
abstract téra@s, each of which is subject to a variety of 


meanings [kef. 8]. One sore view of pure logistics by 
Eccles is the relationshiy retween military and eéconozic 


conditicrs. 


In crder to fight modern war, we must mobilize cur 
eccnctic and industrial resources in order to create and 
Ssupfort tke necessary comkat forces. and to maintain cur 
civil eccnomy and fealth. Civil logistics is the rokili- 
zaticn cf men and material, and the renderirg of 
services, to the oféerating military forces [Ref. 81. 


From the descripticn that “logistics frovides 
the means fcr the coraduct of military operations" and cther 
stategzents above, Eccles has -laced logistics on a coeéegual 
level with strategy and tactics, thus forming the three 
wajor sukdivisicns cf the art and science of war, and 
defined Jogistics by a relatively simple and broad abstract 
level using simple terms - terms that can ke readily related 
and are adeéguate to ccver the major problems of war. In 
general terms, pure logistics is an abstract term used to- 
indicate the whole ccaflex process whereby the means of war 
necessary to support a national strategy are deternzined, 
Frocured, and finally distributed to the combat conmanders 
[Ref. 8]. 


Ik. Applied Icgistics 


Eccles egphasized the importance of afrflied 


logistics as follow; 


Abstract speculaticrs, theories, and principles have 
never prepared a ration to fight and have never wena 
Wale ll they have done is tO enable man to understand 
his war problems and to assist him to .solve then. . Ian 
order to prepare fcL war, we must define the practical 
tasks of the armed forces . and we_ must assign these 
tasks to specific crganizaticns and individuals. FOr 
this purpese we have organized the DOD and the armed 
forces and auttoritative definitions have been 
putlistead and specific tasks assigned [Ref. 8]. 
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Eccles ccnsidered applied logistics largely in 
two levels - international and national levels (mobilization 
logistics), and opé€rational logistics. In the practical 
field, the definiticr of applied logistics varies in accor- 
Gance with the level of the organization being considered. 
Eut always military lcgistics is concerned with "furnishing 
the gwpeans cf war", which are material, men, facilities, and 
services. Applied Ilcgistics represents the everyday frac- 
tical apfrlication of this abstract process. The okjective 
cf all lcgistic effort is the creation and sustained suppcrt 
c£ adéeguate combat forces. Economy is an essential function 
in the attainment of this cbjective. The applied logistics 
Frocess of providing wmnen, material, facilities, and 
services, comprises the performance of many specialized and 
technical functions. These functions include shir and 
aircraft design, construction, maintenance, and repair ; air 
and naval Ease design, construction, and operation ; the | 
operaticn of an intricate supply system ; the provisicn of 
fuel, ordnance, and agmunition ; transportation of all sorts 
; and péerscnnel and aedical services. Some of these frac- 
tical furctions are serformed by staff corps officers and 
dine specialists, scue by unrestricted line officers, and 
some Ey civilians [Ref. 8]. 

On the international and national levels, 
applied lcgistics déals with the brceadest econcmic and 
industrial matters such as ; the sources and availakilities 
cf raw materials; tke state of the domestic ecorcry and 
finances ; the availarility of manufacturing flants, skilled 
and unskilled labor, design, and production engineers, 
managesent; and otker Similar affairs. Some persons may 
Frefer tc ccnsider this as a ccmbination of economic notili- 
zaticn, and military planning. The precise levels attacked 
to the recess are rot as ifpfortant as understanding the 
nature and interrelationshirp of the functions performed. On 
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the higkest level the international and national situaticns 
and decisicrs must be continually interrelated. It is vital 
to seek harmony among the national and internaticnal foli- 
cies, strategic plans, and military programs. While it is 
naive tc expect to achieve ccmplete harmony, it is very 
important tkat we avcid contradiction. Policies and flans 
made ty Ectk international and national agencies, but action 
is alacst always by rational agencies. There is an e€xtracr- 
dinary ccmplex mixture of folitical, economic, strategic, 
and lJcgistic factors [Ref. 8]. 

Planning for the actual conduct of "operational 
logistics" is based tfon the strategic plans and the [rcad 
logistics flans and folicies cf the theater and ccumanders 
and upecn their estimates cf requirements. All of these 
furnish the necessary guidance to the type commanders who 
actually submit the recognitions and operate the ktasic 
logistic services afloat. As we move from the theaters. 
through the fleets te the task forces, from the realm of 
long-range ptlans and forecasts, to the actual repair and 
repléeniskment of the comkat forces, the technigues of 
tactical logistics are under constant scrutiny and improve- 
nent in actual practice. However, the technigues and actual 
Frocedures cf so-called theater and fleet strategical lcgis- 
tics are freguertly imperfect and sometimes neglected in 
Feacetine. Anyone can understand the effect of a ship at sea 
runnin¢g cut of fuel and ammunition. But few officers urder- 
stand the igportance and nature of the long-range concurrent 
stratégic-oferational logistics planning or the flanning 
that will insure the readiness of task forces for sustained 
combat oferations in time of sudden emergency. In ccnsid- 
€ring this division cf logistics into various levels, we 
shoulc always rememker that each level overlaps with the 
cther, kEoth above ard belcw. There can never be a sharp 
"Chop line" cf interest, althcugh there are various "chop 


lines" of specific action rcesfonsibility. In all of the 
above stages and relationshirs we find changing gereral 
characteristics and cafhasis [kef. 8]. 

Both pure and applied logistics can be roughly 
divided into twc general classifications ; mobilization 
logistics and oferaticnal logistics. Before operational 
logistics can functicn, there must be the prior performance 
cf the aockilization lcgistics function. Mobilizaticn lcgis- 
tics and oferaticnal logistics have a large area in ccuncn. 
The nature cf the war and its component parts is such that 
Sharp dividing lines can not be drawn between strategy, 
tactics, and logistics. Instead, they blend and cverlar in 
Many ccnotinually varying ways. This is equally true whetter 
cne is thinking in akstract terms or in practical functional 
terms. An understarding cf toth pure logistics and ktroad 
aspects cf applied lcgistics is essential to the exercise of 
high ccamand. Cecntrcl of overall applied logistics requires 
a kncwledge of the prceblems of high command - particularly a 
knowledge cf the relationshifs between the functional 
elements of applied lcgistics [Ref. 8]. 

If one compare the definitions of t1ilitary 
logistics defined by Rider and Eccles, one can find the 
fcllcwing ; 

1. In terms of time, Eccles defined logistics in the 
1650's, kut Bider did in the 1970's, and Ecth after 
kKhiIl. 

2. They tried tc define military logistics by dividing 
into several levels, or into some different aspects. 

3. If we consider their definitions nore deeply, we can 
find that both deal with military logistics fron 
strategic aspects to operational aspects. 

If we take into account other writers‘ efforts 
to define ailitary lcsistics , we can find that actually the 
kasic ccntents may be egual, Fut they differ in apfrcach. 
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As a conclusion, we can define military lcgis- 
tics as; tke related activities to create, to maintain and 
to support military fcrces which will be in war or in feéace. 
As suksets of aktove definition, we can divide it furtker 
into strategic lecgistics and Operational logistics. 
Strategic logistics - the activities which support rilitary 
strategy, operatioral logistics - the activities which 
Suppert military forces and oferations. The activities may 
ke desigr, develcpment, prcduction, acguisition, storage, 
govenent, distributicn, maintenance, disposition, ccnstruc- 
tion, oferations, and services according to specific sili- 
tary logistics objectives. 


Cw. BUSIBESS LOGISTICS 


Lifferent tyres ctf logistician have different jck sfeci- 
ficaticns. The logisticlian in one company may have an 
entirely different set of job responsibilities frem ore in- 
another ccuifany. Tc illustrate, the logistician who may be 
referred tc as the distrikuticn manager frequently deals 
with the cutbound flcw of gocds and responsible for ware- 
housing, inventory maragement, and transportation, whereas, 
the Icgistician whose title is traffic manager will deal 
coly with transpcrtation. The materials management title 1s 
given tec the logistician who deals with inbound flcu of 
materials ard has the responsikility for purchasing and for 
inbound trarnsportaticn. Finally, the logistician whose job 
deals with engineering may fccus on design and maintain- 
ability. Thus, with each different title comes a different 
set cf resfcensibility. One reason of these confusion may be 
the unclarity cf the definition of logistics used in 
industry or business. 


Scre definitions cf business logistics are ; 
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1. Legistics deals with the total product flow frceg the 
inbcund raw materials to the outbound finished gcods. 
The activities included in logistics are warehousing, 
transportation, inventcry management and materials 
hardling. 

2. Lcgistics deals with the total product life cycle 
frcem the concert and design phase on through tc the 
Froduction of the product and its servicing in the 
field. 

3. Icgistics deals with the transportation and invento- 
Cying of the froduct in the field and its handlirg at 
tke customer lccation. 

4. Icgistics is a system discipline dealing with crera- 
tions planning, invertcry control, and transpertation 
scheduling. 

As one can see, the different definitions emphasize the 
different aspects of the logistician's responsibility. The 
variances in definition seem to have their crigins in the 
different emphasis areas as taught in different discifline 
in the academic realu. 

Mcst parers cn lcgistics refer explicitly or implicitly 
to the dcmestic context. For most economies, the domestic 
rather ttan internaticnal ccntext is more relevant. However, 
the need tc balance trade flows and the stagnaticn cf scne 
domestic sarkets has encouraged a growing interest in 
exporting and, ccnsectently, international distribution. For 
this reason, it shculd be méaningful to investigate the 
concert cf kusiness lcgistics in two parts - domestic lcgis- 
tics and international logistics. 


For about three hundred years, logistics was the 
exclusive property of military men. It appeared as an crga- 
nizaticnal function ir a numbker of different armies, and it 
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was surject of debate among military scholars as far Lack as 
the early 1880's. Brit, not until WWII did logistics finda 
permanent flace in tke military frofession. Much of what was 
learned gust have beé€n carried to the business community by 
gen who Jeft the service at the end of the war. Knowledge of 
the rilitary logistics made a transition to the business and 
acadé€nic cctmunities [Ref. 9]. The transition alleged by 
Grahaga W. Rider is as follow ; 


In 1951 Oskar Morgenstern who was working with the 

RAND CC. at the time, wrote that " there. is an immeéiate 
1B ey between giditary logistics and the logistical 
Froblems that have tc be solved daily in business."He went 
ch tc fcrmulate the sroblers cf studying logistics through 
con ea ace cf military and business organizational faramé- 

ers. 

_. dchn H. Fredrick puklished a college text in 1956 on 
traffic management and that started by noting the same sSitu- 


ation; "Industrial traffic management and transportation 
strategy aré€é as impcrtant as logistics in military cretra- 
tions. Industry is discovering this, and it has g£é€ant the 


Spa Caner of the fsrestige of industrial traffic manage- 
pent. 

Forert M. ivie, who is a coauthor of the text, | 
Eusineéess Logistics, advised that he and the others whe cocp- 
erated in writing the text were teaching a_ course in 
Industrial Traffic Maragement at Stanford in 1956. He said 
that tkeéey had develcped the course to a point where it 
covered guch amcre cf business activity than that. usually 
found ina study of, traffic management. Accordingly, tkey 
decided to call their course Business Logistics. 

1$60 was a tench mark year for literature cn Lusi- 
ness logistics as_ text books and articles ina variety of 
journals were published in significant numbers. Grcwth has 
concerned at a measured pace since that time. Along the way, 
eople from academic afreas other than Industria Iraffic 
ane eeere kecame interested enough to claim that logistics 
and their areas cf interest were Similar. Hence, tusiness 
logistics has fF;een equated with Physical Distrikution 
Management, Marketing Mana Caen Production Managezent. 
In fact each tad a different interpretation of the same 
thing [fef. 9). 


Many writers cf logistics viewed logistics fron 
quite different foints of view. Some saw it as a sccio- 
econogic furction, that is, logistics serves society by 
ferfcrrirg some ecorcmic function such as creating value. 
Cthers viewed logistics as a system or subsystem of the 
firm. Tkey described business logistics in terminology that 


led tc ccnstructs called systen processes. The final view of 
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logistics, and the acst often encountered, offered defini- 
tions cf lcgistics in work-function terms. These terms 
described the actual jobs usually found being done in tc;usi- 
ness firms that they felt were an integrated part cf the 
logistics department's respensibility [Ref. 9]. Scme 
useful, diifrerent affrroaches cf concert of business lcgis- 
tics Ly Graham W. Rider ‘are!?!9 
1. Ehysical Supply and Fhysical Distribution 





These actions which are required to facilitate the 
creaticn of time and slace utility for inbound and cuttkound 
goods and services that are demanded for either pfrcduction 
cr ccnsugption (socic-economic functional point of view). 

2. Acguisition, Ecvement, Storage 

At the systems approach, logistics acquires gocds 
and services as needed by cther parts of the firm, toves 
them to the place wkere they are needed, and stores then 
until the time occurs when they are needed. The system moni- 
tors these processes so that as services and gocds are 
consured, signals are generated through the feedback lcop 
that key the acguisition process and a smooth flow through 
the system is assured. 

Acquisition ; Providing goods and services which are 
required Ey the organizaticn. It includes furchasing, 
leasing, renting, or hiring these goods and services as well 
as decisions to acguire them from within the fresources of 
the crgarization as sell as frcm without. 

Movement ; fkeallocating goods frcm one feint to 
another cn cne cr mcre of the various modes of transfecrta- 
tion. In general, goods are moved as raw materiais fron 
crigin tc production as finished goods, from producticn to 
consugrfticn. It also includes movement within the 


_19° The three different Jeeeeec Nes of the ccrcerft of 
Eusiness logistics ixrtroduced ere are mostly from [Bef. 9] 
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organizaticr as well as movement between the organization 
and its supyrliers anc customers. 

Sterage ; Tke protective holding of inventcries of 
Caw materials and firished goods. It involves determining 
the size cf invertories, and decisions regarding locaticns. 


3. YInaffic Management, Warehousing, Inventory Centrel, 


— a S_ oa. WSS _ Ee ee 


At the organizational level, the following fields 
ace standing for business logistics. 

Iraffic Management ; Managing transportaticn of 
incoming and outgoing goods including the movement of goods 
cc beth crganizationally owned and control of movezert and 
service; cost ; schedule; papér-work; and price. 

hKarehousing ; The assembly, storage, and distriku- 
tion of gocds kEoth incoming and outgoing. It includes 
materials handling systems, System design, and eguirfzent for 
receiving , cataloging, packing if not part of producticn,. 
cratins, lcading, ard shipping of goods to producticn or 
consugption. Warehcusing also involves decisiors akcut 
leasing cr renting puklic facilities as opposed to furchase 
cr ccnstruction cf private facilities, and decisions abcut 
warehcuse design and liccation. 

Inventory Control ; The planning for and ccntrcl of 
the magnitude and costs of stocks, sometimes called stcres, 
of inccming and cutgcing goods. It includes those activities 
Known as preduction ccntrol and production scheduling, tut 
coly in the limited sense of controlling the quantity of 
cutgcing gocds froduced over any given period of time as 
well as the guantity cf inccming goods to be used in freduc~ 
tion. It inwolves the identification and cataloging cf items 
in inventory for ease of contrcl and coordination with cther 
crganizaticnal activities. 

EFrocurement ; The planning for and contrcl of the 
Furchasirg function cf develcping new sources of supply, 
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waintaining the apfrcpriate relationshifs with existing 
sources, developing catalogs and other information escurces. 
It includes the purchasing functions of buying in terms of 
guality, quantity, price, scurce, and time as well as anal- 
ysis ard decisions regarding those criteria. It includes the 
fost-pfurchasing functions of fcllow-up, expediting, and data 
recording ard reforting. 

As cne can s€e above, a great deal of ccnfusion 
exists akcut the concert of business logistics. One fossitle 
reascr for this confusion may be the diverse sources of 
writers; scme from ailitary, others from academic fields 
such as industrial traffic, physical distrikuticn, 
marketing, and materials managemeat. By eguating lcgistics 
to their own disciplires, they have introduced terminclogy 
not generally recognizakle Ly all. 

After considering all three approaches, even though 
the kasic idea is same as military logistics stated an 
€arlier section, Graham W. Rider defines business logistics 


as ; 


The socio-economic functicn cf ee Supply and rhys- 
ical distribution that creates ime and lace utility 


for gcods and services. As a systen Oogistics 18 
compretended by tte process of eee SL oa movement, 
and stcrace. In werk-functional ers, logistics is 


croctrrement ea Se Zanpagement, warehousing, and inven- 
cry ccnt rol [ Ref. Sj. 


This definition of business logistics covers all 
aspects cf logistics cf business field, and we can take it 
as a Gefinition cf business logistics. 


2- International Logistics 


G. J. Davies [Ref. 10] proposed a separate Ilcgistics 
concert for international distribution. The internaticnal 
logistics concert emphasizes the movement of the export 
crdexr rather than tke movement of goods. It igncres the 


troverent of materials into and within te firm which reénains 
part cf the domestic logistics system. Davies stated in his 
article [Ref. 10] that; 


Ihe logistics concept should be transferable fiom 
domestic to international Lusiness with no greater diffi- 
culty than appaiene the concert to one product type and then 
to anctker. There are hcwever a number of differences 
ketween national and internaticnal distributicn. The gajor 
three areas of differences are in documentation, in _ the 
reserce of a freight _ forwarder, and in crder processing. 

ere in international logistics sagan organizaticnal j;reb- 
lems shculd be considered. If in eroational distribution 
were ckviously and clcsely related to domestic distrikuticna, 
a high level of integration might have been expected. The 
conticl cver delivery f~romises and who controls the fhysical 
delivery cf goods is important one. : : 

_  . The differences between domestic and international 
logistics might be in customers (end users), and varicus 
links tc kanks, instIance comfanies, customers and freight 
forwarder have to be added to the domestic system, and crder 
processing and documentation are Significan elezents 
eed the flow cf goods and money in International 

ogistics. 

z The problems encountered by a distribution system 
heavily invcived in ixrternational business are nore familiar 
to Eurcpean anna Jenene than American management. Many coun- 
tries have shifted their base of. international coupitment 
from a relatively Siggle export - import operation te [kranch 
operatiors abroad. Tke resuit of this shift from an export -. 
import orientation tc a multi-national business. oferation 
has causé€d some sigrificant changes in the total distritu- 
tion gission of the firm. It is not uncommon to ship subas- 
Semblies frcem one cctntry, raw materials from a $cc One 
for final daca ina third country. The finished frecduc 
is then scld in the domestic. market, exported to. a third 
ccuntry and perhaps reimported to the = ou Supplying the 
subassemblies. This evo ee distribution pattern in inter- 
Laticnal oferations has created a significant challenge for 
distrifuticr managemert in several ways ; 


1. The documentation reguired for these nmultirle mnove- 
nents of raw saterials subassemblies and finished 
gcods is itself a formidakle task. 


2. Creating least cost sovements in an omni-directional 
distribution environment presents an cngoing frcrlen 
fcr the logistics manager. 


3. Ike distribution plannin function must include a 
ccnsideration ¢f differen tariffs, export reguire- 
rents packaging tax consessions, and recifrocal 
tariff arrangeszents. 
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Field inventcry*9 in the international context now 
relates to the stock Leld by a subsidiary or agent cften not 
directly ccrtrolled Fy the trader. The customer is often the 
subsidiary cr agent rather than the end user. Furthermore, 
the Euyer, whoever té€é is, may wish to centrol the freight 
link. Scmewhere, the various links to banks, insurarce 
companies, custcmers and freight forwarder have to ke added 
to the dcmestic syste. Order processing and documentation 
are ncw sigrificant elements affecting the flow of gcods and 
money. CG. Je. Davies proposes that the domestic lcgistics 
concert is, therefore, inapprofriate to international trade. 
International problems are not so associated with the 
various costs in moving goods, but are more associated with 
the ccst penalties asscciated with failing to move the crder 
from the custoner, through the firm and back to custcmer. 
Recogrizing the physical movement of goods as a system leads 
to greater efficiency in dcmestic trade. Recognizing the 
rovement of the crder as a system has a similar potential in 
interrational trade. 

Figure 3.2 represents Davies* international lcgis- 
tics, and the concert recognizes two types of activity, 
liaiscn and Tasks. The central tasks activity consists of 
three elements, receiving the inguiry, assembling the crder 
and dispatching the crder. The order is received frc@ the 
custcner and returned to hig in the form of goods. Two tyres 
cf outrut are produced, the delivery promise and documenta- 
tion. Tc ucve from cre task tc another, the international 
logistics function has to liaise with other functicns 
internal and external to the firn. Credit rating may be 
possitle within the firm or may reguire contact with an 


external bedy who insure the expcerter's risk from commercial 


20See the figure 3.1, figure 3.1 is reproduced fron 
[Ref. 10 pre 48). 
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Figure 3.1 The Business Logistics Concept. 


default cr political action?! [Ref. 10]. To move tc the 
second task, the domestic operation in the firm needs to be 
consulted regarding the availability of stock or the lead-. 
time cn suryrly. The international logistics function can now. 
Froduce its first cutput of significance, the delivery 
Fromise. Liaising tke rest cf the firm regarding the stcck 
allows tke assembly cf the export order. But before the 
crder can be dispatched, the goods will be insured, the 
forwarder, if employed, will need advising and the interzna- 
tional logistics function will need to insure it has assen- 
kled the cata reguired for documentation. On regular 
traffic flows, mary companies undertake their cwn 
forwarding. Davies has argued that having one functicn, 
either the international legistics function cr the 
forwarder, resronsikle for toth of the shipfing and 
forwarding roles cortributed to export efficiency in that 
cne function can achieve an overview of the export frocess. 
The tkird task elemert, dispatch order, should [e seen, 
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2iFicure 3.2 is reproduced from [ Ref. 10 pp. 52). 
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therefcre, as a comfination of domestic dispatch management 
and international forwarding [fef. 10]. 
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Figure 3.2 The International Logistics Concept. 


Te. IbBTEGRATED LOGISTICS SUFPORT (ILS) 


All element of Icgistics system have long-term asyects 
which have to be put into a planning system, i.e., the flan- 
ning cf a new transpcrtation methods, the planning cf a new 
distrikuticn center. This planning must be coupled with the 
Froducticn and marketing planning, but the traditional crga- 
nization is often fourd to be a barrier. Acceptance of the 
logistics management Might reguire ancther organizational 
structure and therefcre needs top-management's approval. All 
kig success stories in logistics start with the supgrert of 
the top. tToday, tcp-managemwent's concern for Ilcgistics 
keconeés more important because all pressing problems seem to 


46 


have theic impact ob logistics ; the high cost cf norey 
increases tke need fcr a better management of inventcries, 
the high ccupetition calls for simultaneous search fer ccst 
reducticn and better service levels. 

Tte heart of tte logistics concept is an integrated 
apprcach where cost savings are identified by considering 
total costs of the system. This approach already igpflies the 
need for overall maracement. Since the decisions atcut the 
different elements of the logistics system (transfortaticn, 
invertcries, facilities, utilization, communications) are 
traditicrally made within different functicns or derfart- 
ments. However, tke need for overall management Lecones 
more stringent where the effectiveness of the companieés asa 
whole is considered, i.e., when the logistics system has to 
ke brougkt into balance with the production system and the 
tarketince systen. 


1. Jogistics System Conce;yt 


The logistics system in its totality is ccncerned 
with the ucvement and storage of products from their raw 
state, thrcugh varicus stages of sub-assembly, packaging, 
transyfortation and delivery to the final custcmer. Deéeperding 
upon how widely one tishes to define the system it can be 
seen that logistics considerations are involved throughcut 
the ugarcketing and e¢xchange channel from the sources cf 
supply tc the pcints of final consumption. To add tc the 
complexity it is unlikely that the same corporate entity 
will ke invelved, or will exist which all impinge ufecn the 
cperaticn cf the tctal systen, eC. day the purchasing 
subsystem, _the prodtction subsystem, the transpertation 
subsystem and so on. 

The logistics system concept 1s an attempt to tran- 
scend the jfroblems cf separate functions or subsystems by 
identifying the interfaces Léetween these sub-systems and 
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advising means whereky they relate to €ach other in the ncst 
effective way - thus ensuring that internal contradicticns 
in the ccrperate activity are minimized. 

Adorting the total systems concept in any context 
impliés an acceptance of the following foints; 

1. Tke whole is [Irimary, and the parts are secondary. 

2- Integration is the condition of the inter-relatedness 
cf the many parts within one. 

3. Tke parts So ccnstitute an indissoluble whole that no 
Fact can be affected without affecting all ctter 
Farts. 

4. Farts play their role in the light of the purfose for 
wkick the whole exists. 

S- ‘The nature of the parts and its function is derived 
frcm its position in the whole, and its behavicr is 
regulated by tke whole to fart relationship. 

6. Ike whole 1s any system or complex or configuration 
of energy and behaves like a single fpiece nec matter- 
hcw complex. 

7. kEverything shculd start with the whole aS a fremise 
ard parts and their relationship should evolve 
[hef. 11]. 

The clear implicaticns here is that the conventioral 
crganizaticr of many companies' logistics activities alcng 
strictly delineated functional lines presents a real Larrier 
to the ccnstruction cf integrated flow systems. kKhat the 
logistics systems concept in fact implies is that an crgani- 
Zaticnal pattern that cuts across functional boundari€s is 
required. Furthermore, traditional functional organization 
has ccncerned itself more with the way that inputs are 
consumed with way that outputs are generated. Traditionally 
the activities of the firm mirror its functional crganiza- 
tion. Scme conflicts may cccur between functions cf the 
firm cr suk-systems tuhen goals are determined by functicns 
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bithcut cesard for the impact of their actions ufcn the 
total system. This very commen feature of corporate struc- 
ture is called by the oferations researchers as "sub- 
cptimizaticn" - in ctker words, a failure to recognize that 
the whcle can sometines be less than the sum of its farts 
{Ref. 11). 
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be Integrated Logistics Support (ILS) in ite 
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To those whc are responsible for the operaticn of 
military systems and equipment, it has become increasincly 
cbvious that a major limiting factor in their operational 
capatility and availatility is logistic support. Operational 
commanders carefully swatch the statistics on those items of 
€guipgert that are nct operaticnally ready because of main- 
tenance cr supply difficulties. They have come to reccgnize 
the iagpertance of having an adequate supply cf spare farts, 
test and support eguipment, and a sufficient rurker of 
trained personnel tc operate and maintain the systen. In 
short, they have come to reccgnize the importance cf inte- 
grated lcgistics supjfecrt (IIS). Our reliance on scphisti- 
cated eéguigment rather than on sheer manpower in future 
combat situations emphasize the necessity for good lcgistics 
Flanning and places real igportance on the integraticn of 
logistics ccnsidéeraticn in the design process?2 [Ref. 12]. 

In the gid 1660's the emphasis on sub-optinization 
cf opéeraticral fperfcrmance was recognized and there was a 
turn arcurd in logistics Support fphiloscphy. Factors 
contrikuting to this turn around in thought were ; 

1. Operating cost exceeded the acquisition cost. 
Ze Unacceptable availability rates of major systems 


2éThe ILSP is cP Reo ts ic in figure 3.3, and figure 3.3 
is regrcecuced £rem [ bef 
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3. Excessive mairténance repair time. 

4. %Irakbilaity of the standard system to provide adequate 
SUEECrt. 

Ihe purpcse cf the I1S frogram is to imprceve crera- 
tional readiness ard logistics support management vwhile 
Minitizing cperating and suffort costs. The key ccntinuing 
cbjectives for achieving this furfpose are; 

1. <Integraticn cf logistic consideration intc the 
design. The design fhase is inherently iterative and 
design decisicrs affect logistics support. 

2. Timely availability cf all reguired logistics 
resources. All elements of the support system must be 
plarcned, acquired, tested, and deployed in phase with 
the system or equipment. 

Ihe concept cf ILS and frocesses of ILS planning are 
not afanacea for all the froblems associated with the 
acquisition and sujrert of new ‘sophisticated equipment. 
However, tkey do previde a system for the integraticn of 
logistic consideraticr into the design and the assurance of 
timely availability of all sreguired logistic resources 
[Ref. 13]. 





Fricr to 19€C's the total distribution s&issicn of 
the firm was not conceptualized by management as an inte- 
grated task. Rather the okjective of physical suffly was 
achieved in a series cf fragmented, uncoordinated mcvement 
and storage sub-functions. For example, customer crder 
FrocesSsing was the responsibility of the accounting furc- 
tion; traffic or transportaticn management to manufacturing; 
warehcusing to marketing, etc. With this state of functional 
develcyment, it was impossitle to integrate the varicus 
sub-tasks involved in the total distribution task either in 
a concertual or operational ccntext. The sub-optinization 
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Figure 3.3 Integrated Logistics Sufport Plan (IISP). 


resulting this poor coordination led to not only pcor 
distrikuticn performarce from the customer's point of view, 
kut in scme cases inefficiency, waste, and morale fretlenms 
from a maragement pcirt of view. The traffic manager, evalu- 
ated cn the size of his freight bill, shipped by full car- 
lots and ~ty the most econogical transport mode. The sales 
tan, €valuated on tke total sales, expected reliabie and 
Lapid custcuer order service. The plant manager, evaluated 
cn unit ysreducticn ccsts, wanted to make all red ones in cne 
size. Tkese part of conflict within the organizaticn were 
freguertly resolved cn the -asis of departmental power with 
resulting morale, efficiency, and service detericration 
[Ref. 11}. 

Feginning in the 1960's, a number of fcrward- 


thinking firms began to consider the potential of 


a 


integratinc their distribution efforts into a unified whcle, 
koth frc@ an organizational and a control perspective 
[Ref. 11 -. 

It gight be worthwhile to speculate the causes or 
factcrs for the growing interest by businessmen ir inte- 
grated distribution systems during the 1950's and 19€0's. 
The fcllcwing are prckably four primary factors which stared 
the develcpioent of distribution thinking.23 

1. A mere scientific apprcach to business tmanagement; 
Tkere was a renewed interest in scientific management 
of the business enterprise. Through the WWII fericd, 
darce gains have been made in the technology of 
Frodtction. After WWII, there was increasing exphasis 
upon the marketing functicn. The amount spent on the 
advertising ir the American economy guadrupled. The 
npunker of new products launched increased almcst 
gecméetrically. Thus, by the mid-fifties the Lrusi- 
nhessfan £Cuund timseiz in a situation where frcduction 
techrology was well advanced and nerketing cost¢ were 
steadily increasing. In order to reduce ccsts and 
réef@ain competitive. in the marketing place, cne of the 
few areas tkat was relatively untouched was the 
distribution cf the froduct. In many firms the ccst 
of distriktuticr represents from 18 to 45% cf total 
ccests. it would seen, therefore, that the new focus 
upcn efficiency in distribution was a logical out- 
growth of the American Trusiness €nvironment. 

2- Advance in cCcaputer technology ; A second tajor 
cause of the "Distribution Revoluticn", was the 


advent of new téecnonology in cata processing. Cre side 





effect of the ccaputer has been its impact upfen total 


intecration cf management within the firm. Mhis kas 


23Primary factors are adopted from [Ref. 11}. 
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caused a breakdown in some of the traditioral 
de€partmentalization within the firm and paved the say 
fer integrated distribution management. 

3. Igpertance of distribution in providing increased 
ieveis of custcmer satisfaction ; A third reascn of 
tke increasing management attention to distrikution 
is management's reccgrition of the importance of 
distribution in providing Customer satisfacticn. 
Farticularly, those ccmpanies selling relatively 
hemeseneous ficducts, cften compete on the kLasis of 
efficiency in distrikution and their profits in large 
measure are determined Fy their success in affecting 
scund distribution. 

4. Profit leverace ; The fourth major influence ufon 
Banacement thirking about distribution is the frofit 
leverage availabrle from reduced logistics ccst. As 
narkets constantly exganded, emphasis was upon. 
increased salé€s. As the tempo of domestic and inter- 
naticnal competition increased, a profit sgueeze was 
reflected in many American firm's balance steet. 

Curing 1S60's, three approaches to the integrated 
distrikbuticn Manageézent have emerged. Alternative 
apprcaches' of integrated distribution systems ace as 
fcilcwe* ; 

1. Tke physical distrikuticn concept is basically 
ccncerned witk the integration of finished scocds 
distribution. Many of the firm's that have taken this 
afpreach are in the high volume consumer fackasged 
goods business where the sales or marketing deéfart- 
ment-has traditionally been functionally respensitrle 
fcr the distrikution task. 
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24See [hef. 11] fcr more approaches. 
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2. Tke materials Tanagezent approach usually evolves out 
of a traditional purchasing orientaticn tc materials 
flow. AS one can see in figure 3.1 this approach 
fecuses on acguisition of raw Materials, sSujjflies, 
ard sgoods-in-frocess inventories. Many of the firms 
wkick take tkis type c& approacn are involved in 
industrial markets where the range of j;ctertial 
custcmers iS limited and value added by manufacturing 
is relatively kigh. 

3. Ike third area is Business Logistics, the ccncerft 
that has its rcots in the science cf military lcgis- 
tics 

In a yeneral sense, the concert of integrated 
distrikutiogn may be expressed as; Integrated distribution 
Tanagezent iS an apfrcacnh to the distrikution missicn cf the 
firm wher Fy two or acre of the functions involved in moving 
goods frcm source tc uSec are integrateu and Vicweu aS an 
integrated system fcr purfeses of managerial planning, 
implementation and ccntrol. The scope of the alternative 
appreaches to intecrated distribution management 1s not 
clearly defined due to both the newness of the ccnceft and 
the fact tkat the individual business firm tailcrs the 
concert to an ongcing organizational environment. The 
distrikuticr mission cf a firm encompasses two or acre func- 
tions?5 and they are listed in the table III. 


2STakle I is reprcduced from [Ref. 12 PP. 7, table 1. ]. 
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TABLE I | 


Total Distribution Mission of a Firn 


Facilities location 
Furchasing¢ 

Fackacing 

Eroduction control 
Materials ele ee le 
harehousing and storaging 
Inventory contro 
Iraffic ard transportation. 
Crder processing 
Caistributicn communications 
Farts and service support 
Fersonnel aovement . 
Salvace and scrafr disposal 
Customer distributicn progran 
Vendor distributica progran 
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IV. STRATEGY AND LOGISTICS 

Sc Lal, we exagined the strategic management ccnceft, 
and lccistics managezent cenceprt for both the busiress and 
Hilitary fields. Te get better strategy and Ilcgistics 
Folicy, it may ke reguired to investigate the relaticnshifs 
ketween strategy and logistics, the impacts of logistics on 
strategy, the role or reggensibiiities of command and 
staffs, and logistics and strategy flexibility. 


Ae TEE BELATIONSHIPS EETWEEN STRATEGY AND LOGISTICS 


Any conventional war which we may engage in Day be 
fought undé€r the threat of nuclear war. The iogistics ofa 
cold war reéguires eccncny of torce. Logistics readiness, 
koth fcr ccnventiona] warfare and for nuclear warfare, and a 
healtky eccnomy are reguired for the long-range eccnecmic- 
folitical struggle. 

Ike structure of war consists of a grcup of general 
factcers; felitical, €conomic, gecgraphic, military, fsycho- 
logical, scientific, and technological. All these factors 
are interrelated, and there is no Sharp division Letween 
then. Ancng tken, the agiditary factors®& consist of 
strategy, logistics, tactics, intelligence, and ccmmurnica- 
tions. Tkese military factors are based on the gereral 
factcrs and all the factors are interrelated. The dcmninant 
factors are strategy, tactics, and logistics. Every war 
Situaticea- is a blend of strategical, logistical, and 
tactical corsideraticns [Bef. 14]. 


26Jte military factors described briefly in figure 4.1 
are rerrcduced from [Fef. 14 pp. 24}. 
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bread methods for attainment. 
Legistics 3; Errcvides the means to create 


and to support combat forces 
and weapcnos. 


| Strategy ; determines the objective and 


Tactics ; determines the specific employment 
of forces and weapons to attain 
okjectives cf strategy. 

Intelligence ; Shed light on the situation. 


Ccugzunication ; transmits information and decisSicrs 
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Figure 4.1 Brief Description of Military Factors. 


Scmwe types of strategic and logistic interrelations by 
Henry E. Eccles [Ref.j 14] are; 

1. Scope and timing of strategic plan 

2. Ccmpecsiticn, Ltalance and deployment of forces, force 
Evild-up 

3. Strategic overseas base site selection build-uf 

4. Cratical logistic element 

5- Maintenance of political fosition without war 

6. Strategy of blicckade, hational economics, critical 
legistic targets. 

Henry E. Eccles stated that strategy is the ccuprehen- 
Sive direction of pcwer to control situations and areas in 
crder to attain broad objectives.2? Strategy and destruction 
are nct synonymcus, strategy uses destruction cnly wken 
there is ne better way to attain control [Ref. 14]. 

As we discussed in previous chapters logistics is the 
kridge betweén the economy of the nation and the tactical 
cperaticns of the ccrbat forces. An effective lcgistics 
system oust be in harmony on the one hand with the eccnonic 


2D <P ab amb <P ED a> ee a ee EP ee ee 


27Figure 4.2 is reproduced from [Ref. 14 pp. 26]. 
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Strategy 1s compretensive. 

Strategy 1s directicn cf fewer 

Strategy is aimed at contrcl 
is 


Strategy always thinking cf objectives 
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Figure 4.2 Nature of Military Strategy. 


system cf the naticn, and cn the other hand wittrt the 
tactical ccrceepts and envircnment of the combat forces. This 
Erincipie cf harmony explains why a single logistic systen 
can't successfully aprly identical procedures to the suprecrt 
cf grcund, sea and air forces. Differences in the tactical 
concerts ano the tactical environment create different needs 
for lcgistics support crganizations. Economic factors ligit 
the ccatat forces which can be created, logistics factors. 
limit the ccmbat forces which can be employed [Ref. 14]. 

This relationshiys between strategy and logistics will 
ke explained further Ty investigating the impacts cf lcgis- 
tics cn strategy. 


Bo. TEE IMEACTS CF LCCISTICS CN STRATEGY 


Ardrew J. Ogan tried to explain the importance cf lcgis- 
tics in his article [hef. 16]. He stressed the inpertarce 
cf legistics in the air force point cf view, Eut we can 
think cf it in a general military point of view. 28 


2@Mcst c£ the ccntents of the following secticns are 
from [Ref.j 16] with scme additional comments, they are nct 
the ofinicn of the author of this thesis. 
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Regardless of the definition of military carpatility, 


the lcgistics system cetermines the capability of each indi- 


vidual weapcn syste. While that statement is accefted as 
fact sithin the logistics Ccmmunity, there is a great deal 
cf skepticism among strategists and tacticians. The lcgis- 


tics system determines whether a weapon system possesses any 
actual ailitary capatility at any given time as well as what 
the character or nature of that capability may be. AS an 
exanple, if we ccnsider the inafacts of fuels, munitions, and 
Spares cr weapon system, no weapon system can perform any 
designed nission withcut fuel to move to the theater. The 
lack cf mucbitions may prevent the perfcrmance of the inter- 
dicticr assigned to the weapon systems. And even if beth 
fuel and a#unmiticns are in ;flentiful supply, the lack of 
spares may prevent the wearon system from even leavirg its 
initial] yfosition. Khat the lcgistics system frovides in 
terms cf Ecth the types and the quantities of rescurces 
Geternines the nature of the capability for weafcn systen 
and tke entire cperating theater. It 1s this contrel that 
makes lcgistics such a dcminating influence in the 
successful employment of strategies and tactics [Ref. 1€]}. 


ze Logistics Determines Tactics 


Khile the tacticians plan the battlefield, the 
logistics system determines where and how the field units 
fight. Eotk the level and type of fighting are logistically 
constrained. The capacity cf the logistics network to 
acquire and push rescurces into the theater contrcls the 
level cf conflict. The tyre cf fighting is, also, lcgisti- 
cally ccntrclled by the kinds of resources shipped intc the 
theater. Cfgerations may be delayed or dropped, net for 


insufficient capacity, but kEecause the unique resources 
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reguired tc suppcrt cfyeraticns were not available. tMThere is 
ample evidence to suggest that logistics has, in fact, 
greatly impacted tactics ir fast conflicts. AS a recent 
example, in Vietnam, the front-line-forces faced rescurce 
movement difficulties. while there were adequate stocks 
moving to the theater, insufficient fort facilities and 
distrikuticn resources inhibited redistribution in the 
theater [Ref. 16]. 

Icgistics alsc determines the fighting opticrs cryen 
to a ccumander by the type cf support it can offer. In 
Vietnam again, air fcwer acticns were substantially reduced 
due te lcgistical corstraints. Tactical changes called tor 
the use cf specified munitions for the mission. Air fower 
acticns were curtailed until sufficient quantities of the 
specified munitions could be located and shipped tc the 
theater Ty special airlift. 29 


3. logistics Determines Strategy 


Strategy determines the rattiefield tactics. At its 
center, strategy enccupasses two unigue levels that are bcth 
logistically dominated. An overall or grand strategy is 
directed tcward the development of the forces necessary to 
support rational goals. Once the decision has Leen made to 
fight, hewever, a wartine strategy broadly defines’ the 
cbhjectives required to sustain military operations until a 
particular conflict cr action can be favcrably rcesclved. 
Under cach level, logistics establishes the FEasis for 
Success. The overall] strategy can be best considered as a 
Freparatcry stage taken before a conflict arises or the 
decisicn tc enter it has been made. This level of strategy 


— 





encompasses the develcrment of tio main objectives =; a). 
The ready units to support national objectives, (Zz). The 


2SFcr gucre examples, see [Ref. 16 pp. 21]. 
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etructure tc sufgport this urits over prolonged periods of 
time. Cverall strategy 1s synonymous with two commonly used 
terms - readiness and Sustainafility [Ref. 16]. 

Readiness entails the maintenance of both haréware 
weapcn system and the personnel. This means that beth rely 
cn an effective logistics systen. The readiness cf the 
weapcn system defends cn the ability cf the logistics systen 
to acguire sufficient resources to maintain them in cpera- 
tional status. The logistical ;roblems associated with fuels 
and wuniticrs have impacted not only the weapon system read- 
iness Kut also the picficiercy cf the crews who must operate 
them. MUIrairing missicns have Feen reduced both in terms of 
guantity and quality. The fuel shortages have restricted the 
number ard types of training missions [Ref. 16]. This oil- 
shortage preblems faced by ncn-oil-producing countries such 
as Kerea might influence the military training mcre than 
expected Ey oil-preducing ccuntries, especially for the 
wearcn system operating vehiclés. . 

Cverall strategy also includes the sustainability of 
those units that are committed to a conflict. Again the 
logistics system determines the success of any prolcnged 
Wilitary effort. The industrial base controls the prcjection 
c£ ailitary power. Industrial planning is essential to 
ensure tte availability of sufficient capacity and raterials 
to meet the rescurce reguirensents of war. To change the 
industrial base and its impacts on sustainability wall 
reguire many years of adjustments and redirection based ufon 
a national sense of need anda strong comnitnert. The 
wartinze strategy establishes the overall objectives cf the 
conflict and identifies the individual steps necessary to 
achieve then. Tc this area, logistics is a critical, almcst 
cverridirg, consideration in the three primary appflicaticns 
cf wartine strategy, i.e., force movements, force reconsti- 
tuticn, and force directicn. To support the swpovement of 
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forces, lcgistics mtst be involved because overall victory 
can cnly ke sustained with rescurces [Ref. 16]. 

he can see tke impacts of logistics on stratecy by 
the fcllcwirg examples. The Ncermandy invasion established a 
firm tase for the deéestructicn of the German Army and the 
liberaticn cf Europe. It illustrates the integraticn cf the 
stratecic, logistical and tactical planning. [It alsc illts- 
trates tke problem of the composition of balance and defylcy- 
went cf ccmkat and lcgistic fcrces. The Normandy larding 
was delayed cne gonth to allcw time for strategic build<up. 
The Scuthern France landing was delayed two months Lecause 
ef critical logistic element - the availability of landing 
craft. Every WWII Facific amphibious landing illustrates 
this relaticn betweer strategy and logistics. The results of 
those lardings was a successful strategic drive towarc the 
enemy hcnaé€land and tke destructicn of the enemy bases, his 
fieet and his air fcrce. They illustrate the frecktlem of 
overseas Fase site selection and the logistic build-up along: 
a line cf strategic advance. 


Cs ICGISTICS ANC STEATEGY FLEXIBILITY 


The availability of any farticular weapon should not 
determine the strategy to be used. Strategy must have at its 
dispcsal a variety of weapons and forces so that particular 
comkiration must suitable to the situation as it actually 
arises, may be guickly formed, and swiftly and decisively 
emplcyed in the apprcyriate manner. ([Ref. 14}. 

Flexibility comes initially from the ferceftion and 
charactexr_cf the ccumander. It comes from sound strategic 
and tactitar-concepts, and variety of weapons approfriate to 
the nature and degree cf corntrcl that you wish to establish. 
It means that there must Le mobility of forces and there 
must te a flexible orsganizaticn. The logistic suppecrt mtst 


ke responsive to strategic and tactical command needs, and 
that wears there must Le responsive logistic resources and a 
transpertation systez which 1¢ responsive to the iumediate 
reeds cf operaticnai commander [Ref. 14}. 

Stratecy flexibility has itS primary sources in the 
competence, percepticn, and character of nigh command. hhile 
cther factcrs are alec important, sound logistic concerts 
and a scund logistics system frovide the physical kase for 
strategic flexibility. This means that Lloyistics system must 
ke studied from the ferspective of high command, and it also 
means that commander aust understand logistics. The 
perspective of ccmmand is that foint of view which knows the 
nature and relationship of the technical problems of 
commands, which recccnizes how they affect its capabilities, 
and whickt understands the amount of time and effect required 
to sclve these prctlems. logistics will always jJligit 
strategy and operaticrs, and since, when one logistic lini-. 
taticn is overcome, arcther linitation will takes its flace. 
A comgand gust always be sure which logistic factors are 
exercising their limiting influence in any particular stra- 
tegic or oferationa] plan he is carrying out or conten- 
fFlating. Lcgistic suyport may be considered inadeguate by a 
timid or mediocre ccamander, but it may be adequate for a 
kold and comzpetent ccaomander who understands the nature and 
sources cf flexibility, provided he has adeguate ccumand 
contrcl cf a flexible logistic system [Ref. 14]. 

In general, logistics flays a vital role in the attain- 
ment cf strategy flexibility. 


CT. TEE BCLE.OF COMMAKCDC AND I1S STAFF 


Even tkough all military factors discussed in the 
Frevicus sections were considered completely, if the 
commanders cf each level of trilitary field can't meet their 


role cr resfonsikility froperly, the result cf any ccrflict 
may net ke the desirakle one. Therefore, some more ccaments 
cn the rele of Ccmmanc and its stafrs might te reguired for 
ketter cperfcrmance in relaticn to strategy and logistics. 


1. Zhe Role of Ccmmander 


The most impertant element in war inthe fast has 
keen tke taind of commander, and this will continue to be 
true in war today or in the future. Henry E. Eccles stated 
that ccmaander transfcrms war fotential into combat fower by 
ats ccntrcl and use cf the logistic process. Thus wisdcm in 
high ccamarder requires a knowledge of both economic factcrs 
and of logistic factcrs [Ref. 14]. Henry E. Eccles also 
argued ir a lecture delivered at the Naval War College that 
the ccmumander must krow the tasks, the problems, and the 
Challenges cf his technical specialists. He must te atle to 
reconcile tke contradictions which inevitably arise. He mrst. 
ke atle tc compensate for deficiency in one area by action 
in ancther, and must -te at times willing to sacrifice one or 
Kore special interests inthe higher interests of the 
cverall ckjectives of the ccmmand, and this is not a simple 
task [Ref. 15]. 

A scund concept of strategy is the foundaticr for 
all high pilitary thinking. The higher the the level of 
thought, the more strategy and logistics tend to coalesce. A 
sound strategy must te the essential element of all high 
GHilitary thinking. At the highest level of ccamand, 
commander is concerned with the economic-logistic irfluences 
and their limitaticns on strategic decision. As the level of 
command descends, these limaitations and influence terd to 
shift tc the purely lcgistical, and they limit and influence 
the lmmediate emplcyment cf specific combat fcrces 
[Ref. 15:. 
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The mind of civilian commander is ccncerned frina- 
trily with economic influences and limitations, however, the 
pind cf gilitary commander is concerned prigarily with cper- 
ational logistic influences and limitations, althcugh it 
must consider in the €conomic field as well. But, tke chief 
FOint is that both civilian and military commanders nust be 
aware cf these influerces and of these limitations, and mtrst 
understand the shifting relaticnships in the exercise of 
contrcli [Ref. 14}. 


ze The Responsitilitie 


of Staffs 


ttn 





For effective cperations, it is necessary to inte- 


grate the strategies and logistic planning. 






i eee 
Basis for Plans | Logistics 
Objective or #issicna {| Tisze-phased logistic reguire- 
The Ferces Involved { ments both to create and 
Tke Schexze { support the combat forces. 
The Intensity of Action] What? How much? 
The Tigairg | When? Where ? 


Figure 4.3 Tre Basis for Plans and Logistics. 


As presented in the figure 4.3, the basis fcr flans 
is the ckjective or tke missicn, the forces involved, the 
scheme of Ganeuver, tke intensity of action, and the timing. 
All this omtst related to the geography andto the avail- 
ability cf combat fcrces.39 From these factors, we can 


30Figure 4.3 45 a simplified expression of the ccrtents 
of [kef.° 15 pp.j 33]. 
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develcrp time-phased Ilcgistic reguirements both to create and 
to support the ccmbat forces. The concepts muSt ccme fron 
the nind cf command. Eut in our complex technology cf tcday, 
the mind cf command gust te supplemented by efficient and 
understarding staff werk [Ref. 15]. 

The staft rezponsibilities presented by Henry E. 
Eccles are expressed Eriefly in the figure 4.4. For this to 
ke effective, the strategic-lcgistic discussions and thcught 
among the members of the staff in the logistics divisicr and 
in the oserations division must be concurrent. The man who 
are doing operational and strategic planning tust' know 


Operaticns states forces and schemes. 

Legistics states frobable shortages. 

Operaticn and logistics jointly suggest modifications. 
Ccamand e€valuates and decides. 
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Figure 4.4 The Staff Responsibilities. 


enough akcut logistics so that their schemes are not aksurd. 
In zeélaticr to thesé respcnsibilities, Henry E. Eccles 
strcencly argued that ; 


It is not the task of logistics divisicn to  Ccecide 
logistics feasibility. The l¢egistics divisicn decides on 
the lcgistic requirements to Support a scheme fcr ofer- 
atinc ccmkat forces. It gust know the state of logistic 
availarilities, and states to the commander what Shert- 
ages te-expect under the scheme which he proposes. (Cne 
of the-_t¢cughest of all ccmmand decisions is to decide 
this guestion of "logistic feasibility". It can't be 
passed te a logistics divisicn except in cases where the 
mass of nraterial, the complexity, and the lack of fcre- 
Slight kEave been so steak as to result in a plan which 1s 
so ckviously tad hat it can't come close to fFeing 
Supported [Ref. 15]. 
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The logistics officer must always have the view 
Foint of ccmmand. He must always seek to harmenize and 
reconcile conflictirg technical interests ln crder to 
ktroadéen the objectives of command. It is egually iagpertant 
for the ccamander tc understand logistics, for if the 
ccmmancer dcesn't understand logistics, logistics considera- 
tions will dominate his decisicns, whereas if he does under- 
stand logistics, logistics considerations will influence his 
decisicrs. 
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Tc investigate tte logistics strategy for RCK Military 
Forces, it will be necessary to study the relaticnshifs 
ketween KCK and U.S., the realities in Korean Peninsula, the 
analysis of logistics froblea, the alternatives to resolve 
Froblems perceived, and finally the logistics strategy foc 
FOK and the U.S. foreign policy in relation to ROK. 


Aw TEE EELATIONSHIPS BETWEEN BOK AND THE U.S. 


Thirty three years ago, on June 25, 1950, North Kcréan 
troops invaded the Scuth Korean Republic. The U.S. and cther 
naticns, under the jurisdiction of the United Nations, 
lnatervened to halt and push t-ack this attack and reestab- 
lished the integrity cf the Republic of Korea (ROK) roughly 
along the lines of partition which were in effect at the end 
cf WWII. Curing this war feriod, 1950 - 1953, there were 
136,528 rilitary casualties from the U.S., over 15,501 wili- 
tary casualties frog all U.N. participants, and abcut 
E43,572 South Korean nilitary casualties.3! 

In tte intervening years, the U.S. has acted as the 
Frimary guarantor of South Kcrean's integrity under the 
Charter cf the United Nations. The U.S. Since 1953 has 
exercised Ecth interrational responsibilities and national 
interests in maintaining a wilitary presence on Kcrean 
Feninsula. Over the years, this investment cf U.S. fcrces 
has ccme—under sporacic yguestioning, and there have been 
repeated prcposals fer reducing or withdrawing U.S. fcrces 
from tke feninsula. During the Nixon Administration, an 


31See table II, fcr more dé€tail casualties both friendly 
and enemy fcrces. 
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TABLE II 
Fstimated Casualties of The Korean War 


| 
1. United Nations fFecrces. | 
Soe see Tera | Wounded | = ee | 
Dead an Total 
Cctntries j { Missing | | 
Atstralia 265 | 1,387 | 1,652 | 
Felgiua $7 g55 452 
Carada. 309 Vp2a5 1,544 
Cclicutia 140 517 657 
Etkicrfia 120 536 656 
France 288 836 1,124 
Greece 1639 545 714 
Netherlands 111 593 704 
Newzealand 31 78 109 
Philifpines 9z 356 Yue 
RCK : 415,004 428,568 843,572 
South Africa 20 16 36 
Thailand 1714 799 913 
Turkey ag 2,413 3, 130 
a9 29,550 106,978 136,528 
United Kingdon 670 2,692 3, 362 
Totals 447,697 547,904 995,601 
2. Ccumurist Forces 
China 900,000 
North Korea 520, 000 
Tctal 1,420,000 
*Scurce ; Kobert Leckie, "Conflict", The History 
cf Kcrean War 1950-1553, G.P. Putnam's Son's, 
NeYs 1982, PP. 429. 
4 
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ianfantry divisior was pulled cut. in 1977 President Carter 
Fropcsed a total withdrawal of ground forces from Korea, cut 
this decisicn was first delayed and then was rescinded in 
1981 ky political ckange in Washington and military reali- 
ties in Asia [Ref. 17°. 

The actives for the arncunced pull-out as stated by 


Ernest k. Lefever [Ref. 18] seem to relate a desire to 
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normalize relaticnos akroad and a determination to avcid U.S. 
invclvemzent in another Asian conflict, as well as tc seccn- 
dary corsiderations including alleyed defense savings, 
recovery of the U.S. image dimmed by Vietnam , enctcuracge- 
ment cfr Scuth Korea self-reliance. 

The U.S. has been involved successfully ina limited war 
in Kcrea and unsuccessfully in a limited conflict in 
Vietnalr. Lefever stated that the motive of avciding 
embrcilment in a new conflict on the Asian mainland (or 
anywhere else, fcr tkat matter) is understandable. Yet, the 
avoidarce cf invclvement in E¢essible war can hardly tke the 
cnly U.S. cbjective cr responsibility. The U.S. tLeéars a 
solemn treaty obligaticn tc defend the ROK against aggres- 
sion cr cenguest by tke North. 

Kcrea is the one area in the Pacific Basin where the 
interests cf the fcur major regional powers - Japan, 
Commurist China, the CSSR and the U.S. - intersect directly 
and significantly,and Korea is vital to the security of. 
Japan and crucial to the entire U.S. position in the western 
Pacific. A removal cf U.S. military force might corsign the 
U.S. to a minor role in North Asia, with incalculatle ccnse-~ 
guences for the regicral power balance and U.S. interests. 
The glckal defense ccumitments of the U.S. are ever mere 
contingert upon the ccntrikutions and close cooperaticn of 
allies [hef. 18]. 

The U.S. may net shrink from conflict if aad when its 
vital interests are challenged. But, we must consider the 
Congress and public cpinion when active war occured in any 
fFlace in the werld. If an active war occurs in KcCré€an 
Feninsula ard the U.S. decide to pull-out its military or 
ground fcrces according to the decision ot the Congress or 
according tc the puklic ofinion, then the impact cf the 
decisicn on Korea and Asia more generally wculd be 
profcund.Even though, the RCK and the U.S. think that the 
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U.S. would not full-cut its grcund forces during ar active 
war - cut, prokably during jeace. Lefever outlined the 
follcwing jfossikle ccntingencies,32 and if any one cf which 
materialized, it would jeopardize the U.S. interest in feace 
and starility in Asia and the Facific. 


1. Nerth Korea, with Scviet encouragement, might 
accelerate its military build-up aS it did after 
the withdrawal of 20,000 U.S. troops frem the 
South Korea in the early 1970s. This build-uf 
cculd culminate that the U.S. would be in the 
final analysis steer clear of a new conflict on 
the periphery of Asia. 


ze Sensing the decline of America power in the 
region, the Scviet Union might become more active 
Felitically and militarily, expecting that a 
unified Kor€a under its aegis would Strengther 
its position against China and vis~-a- vis Jafan. 


3. Japan might lose ccnfidence in the U.S. security 
coumitment and gradually be forced toward ccmyre- 
hensive acccamodaticn with the Soviet Union, 
China o£ botk. 


4. China, afprehensive cf Soviet moves in the wake 
of a perceived diminution of the U.S. compitnert, 
Bight be emkcldened in its efforts to take over 
Taiwan ty ccnguest or other means. 


&. Fearing comzglete akandcnment by the U.S., Scuth 
Korea Might press EOE ale pane nuclear caparili- 
ties of its cun as a substitute for the vanishing 
U.S. deterrent . 


€. Feeling more threatened, in secure and vulneralle 
to internal subversion and external attack the 
eee Situation of South Korea may be sterner 
han before. 


Je The ee of China, anticipating a total ackan- 
dorment by the U.S. i1n the wake of Korean with- 
drawai as well as an accelerated U.S. 
nermalize relations with Peking, . me chart a 
Bcre indeperdent ccursSe, incliding he develcp- 
ment of an independent nuclear deterrent. 


guest to 


E€. The Philippires, already demanding what amounts 
tc_ ransom from Washington as rent for tuc U.S. 
Bilitary bases, Clark Field and Subic Bay, might 
deny these Lase rights to the U.S. 


32See [Bbef. 18 pre 34]. 
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In addition to tkese contingencies Ey Lefever, we ehculd 
consider twc more factors; (1). The ROK would not te aban- 
doned ccgrletely by the U.S. or by the allied ccuntries, 
kecause cf£ the importance of the ROK in relaticn tc its 
location. (z). Recertly, the relationships between the U.S. 
and FRC are becoming sore friendly than before, and it will, 
to scone extent, heljy the maintenance of the feace in Kcrean 
Feninsula. 

In 1681, the Reagan Administration halted the withdrawal 
cf U.£. grceund forces (the 2nd Infantry Division) and is in 
the precess of soderrizing both its ground and air ccmfo- 
nents cn the peninsula. More important, Secretary of Defense 
kheinkercer committed the U.S. to the continued suprert cf 
BOK Fcrce Inprovement Program (FIP), which envisions ccnatin- 
uing investments of upwards of $1 to 2 billion a year on 
research ard develcgwent and acguisition of affrofriate 
Frograms. The BOK kas merited the status of a strerg and 
faithful ally, and has staged over time significant ccntri- 
bkuticns to its own defense with the help of the (C.&.. 
Farticularly, the RCK military participated in the Vietran 
war. These contrikttions will continue, and the kKOK*s 
forward defense wall can te shared up against the rising 
c£fensive capabilities of a determined opponent. HOWEVEL, 
improvenrents are needed, since there exist fower igtalance 
retween the ROK and tke North Korea as stated in [Ref. 17]. 
This will be discussed in detail in the following section. 


Fe TEE BEALITIES OF KCREAN PENINSULA 


1. North Korean #ilitary Force Build-up 


Recent assessgents33 have traced a remarkerakle 
growtk ir Nercth Korean military power in ground, naval and 
air fcrces as well as unconventional warfare capabilities. 
what has pace this grcwth all the more disturbing is that it 
unfclded during a period when North Korean's, Kim Il Surg, 
Frofessed tc be steering a ccurse of peaceful industrial 
Gevelcgment for his ccuntry and rapproachment with the RCK. 
The assessment suggest that North Korea today not cnly is 
the clearly super sailitary fEcwer on the peninsula, rut 
commands the third cr fourth largest communist army in the 
world, fcllcwing PRC and the Soviet Unicn (and roughly equal 
to that cf Vietnam). A starker comparison is that the North 
Korean Army is almost as large as the U.S. Army. This stag- 
gering swilitary build-up reflects a huge investsent of. 
resources. Some western analysts estimate that North Kcrean 
now allccates abcut z0% of its GNP to defense, and it neans 
that this small country of about 18 million people new makes 
the largest per capita expenditure on defense of any ccuntry 
in the werld except Israel [Ref. 17]. 

The gains in the strength of the North Korean ground 
forces are fresented in table III for ten years cf ccupar- 
ison.3* it shows that the size of North Korean Army has 
doubled to at least 700,000 men. Its inventory cf tube 
artillery similarly kas undéergcne a twofold increase, «hile 
the numker of multizle rocket launchers has trifled. Its 
armor—tarks and perscnnel carriers - has multiplied ty a 


33See€ [Bef. 17 pr. 64-66]. 


34Takle Ifj[_ is reproduced frem [Ref. 17 Table 1 cE oan 
For gucre detail estinates of strehgth of the Nerth Kcreda, 
see "Ncrth Korea - A Ccuntry Study", Area Handbook Series 
Ly Heoe dues eeee _Dé€fartment of he Army DA Pam 5§&0-8' 
Supersedes1676, Third Edition, FP. 257- 261. 
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Nerth Korean Ground Forces (1970 - 1980) 


| 
1570 1980 | 
| Ferscnnel 350,000 700,000 
Artillery (tule) 2,200 4, 100 
| MEL 700 2,000 
TacksyAssault Guns 900 27 OO 
AEC 100 1,100 i 
factcr cf three anc ten respectively. These huge fcrce 


increases were staged after Kim I1 Sung announced in 1669 
his Eelicy of peace and reconciliation with RCKe 
Intelligences now stcgest that all new North Korean arnor 
comes frc# domestic ;roduction, and some analysts furport 
that Nerth Korean factories produce 300 to 400 tracked vehi- 
cles sper year [Ref. 17]. 


Ze CK and North Korea Force Compariso 


ike impact cf North Korean military btuild-uf cn the 
regicnéal Lalance can fe seen in Table Vj. The U.S. and its 
allies ir tke Pacific once drew comfort from the fact that 
the argy of ROK substantially outnumbered its counter part 
in the Nerth. This relaxed view of the baiance on the Kcrean 
Feninsula prompted President Nixcn to remove a U.S. division 
an 1S71. Table I¥ shows that today the numbers in all 
categcries favor the North Korea, but even those figures 
don't tell the full stery cf the relative combat potential 
cf the tio sides.35 Cctter and Winker compared the military 
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3SJatle IV is reproduced from [Ref. 17 pp.e- 65] and 
{[Ref. 18 pr. 29]. 
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TABLE IV | 


FOK and Norctk Korea Force Comparison (1980) 
KOK North Korea 
Tctal military forces 2,340,000 1,635,0C0 
- Kegular forces 500, 000 635,000 
- Fara-military 1,840,000 1, ccc ocr 
Artillery (tube) 2,800 4,100 
MEL 0 2,000 ! 
TanksyAssault Guns 1,000 2,/C0 | 
AEC 500 1,100 


Aircraft 335 630 
Shifs 177 290 
Sukmarines 0 10 


forces of KCK and North Korea [Ref. 17]. Both the KOK and 
North Kerea have fornidable military establishment. A ccmki- 
Taticn cf ogilitary, jpolitical and psychological factors, 
however, gives the Nerth the edge, despite the ROK*s larcer 
Fopulaticn, much larcer GNP, and jreater productivity. the 
North is largely egqtipped Ey Soviet Union, and the FCK by 
the U.S. The disparity of the artillery capabilities @rea 
Farticularly significant part cr the picture because the 
supressive capabilities and survival of ROK artillery will 
kear centrally cn the ability of North Korean forces to 
Ireach tke forward defense concept of the U.S. and KCK. the 
ROK tcday is sharply kandicapred by the fact that acre than 
half of its- artillery is sukstantially inferior in bcth 
range and supressioxr to that which would support invading 
North Kcrear echelons. Sisilarly, deficiencies arrly to 


anti-armcr systems. Fany of the anti-tank weapons in the hOK 


are uaucurted on jeers and dcn't have the protecticn to 
survive ard operate in the exfected supressive envircnoment 
[Ref. 17°. 

_lefever analyzed that the superiority of tke North 
in manpewer, aircrait, tanks and ships is sharpened by two 


cther factcrs ; 


_ (a). The sicrificantly laryer fericds of militar 
service reguired by North. (b) .Pivotal in the Nerth's 
advantage, however, is the political and military crien- 
taticn of North Korean forces, which are configured mcre 
for attack than defense, while the reverse olds true 
for the fcrces in tke south [Ref. 18]. 


TABLE ¥V 
Fericds of Military Service 


RCK North Korea 
Aray 2.5 years 7 years 
Navy 3 5 
Air ferce a 3-4 
The Korean Peninsula covers a small area; the KOK 


itseif is akout the size of Flicrida. But, two of the largest 
field armies in the world now confront each other in that 
narrcw space, ready fcr comkat on short notice. The dancer 
from tke North is urderscored Ey the extensive invasion 
tunnelsdug under the DMZ, ambushes of U.S. and South Kcrean 
soldiers, subversive efforts, a Constant stream of relliccse 
Fropagan¢éa from Radic Pyongyang and provocative incidents 
such as the Rangoon IEcmbking as a recent example. 
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The military advantaces of the North are redressed tcday by 
the presence of U.S. military forces in the South and the 
nearky Seventh Fleet. For z4 years there has been statrility 
cn the Kcrean Peninstla, thanks frimarily to the presence of 
U.S. forces in the Scuth [Ref. 18]. 


3. Expected War Scenario and Operational Imperatives 
for ROK 


a. Expected kar Scenario by the North Korea 


After studying the model of the Soviet Unico and 
the Kcrean conflict, Cctter and Winker constructed a ccncept 
cf operations that tle North Korean might plausibly fcllow. 


ee It is clear that a new North aggressicn weculd 
aim at the objective of Pee about the tee Fe eee 
ccllapse cf ROK ard the guick occupation of ail cf the 
peninsula before the U.S. could Substantially respend 
With air, ground ard naval reinforcements. 
° The existing Ncrth Korea force structure 
ae Us a campaign along the following simultanecus 
rents. 


(a). A massive ground and air attack acrcss 
EHe bt Ze 


(b). The temporary isolation of the 
Peninsula. 


(Cc). Attacks on key facilities thrcughcut 
South Kcreéa. 
Fh The Ree Commandos will execute operaticns 
thrcugh tke depgth cf ccuntry. 
(4). The isclation o the peninsuid requires the 


Mining cf port facilities and the Knocking out airfields 
and kéy ccmmunicaticr centers [Ref. 17]. 


But, by far the gnajor concern of ROK defense 
focuses cn the imprcvement cf the forward defense system so 
as tc cope with a massive air/ground attack across tke (MZ. 


bk. Operational Imperatives for ROK Defense 


Cotter and Winker further noted that an attack 
ky eckelicned forces, featuring the skillful use of its cafa- 


kilities for fire and maneuver, can be devastating fcr an 
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ill-prepared defense, and there 1S obviously a numker of 
ways in which a defensive system can be organized, tL;ut in 
FOK tké chcice is narrowed Ly the imperative or a defense 
that is well forwaré. The ktasic doctrinal framework for a 


modern fcrward defense has been reformulated by the U.S. 


Army. 

_ , , 1). It specifies the way pate UL enECd CCIES, 

divisicns and brigades shall deal with an attacking 
eckelcred force. 


(z). In the case of Nerth attack, infantry will be 
on the first echelcn, with armored divisions in the 2rd, 
and perhaps the third echelons. 

(3). The fundamental jproblen Beer og a fcrward 
defense is how to deploy and operate a system that car 
find and target ttese echelcned forces far over the 
pen aye tke central battle is in pregress 

ef. ° 


Cotter and Winker stated in their article that ; 


In the event of new aggression, U.S. and ROK forces will 
net ke linited to tke objective of restoring the status 
awe ante, as happened in 1953. Rather the aim will tLe 
oO achieve the military advantages that can ensure a 
more startle territcrial settlement. Conseguently, for 
political as well as military reasons, a Se tong counter- 
offensive is ark integral fae oar efense in 
Korea. The key f[kysica capabilities required fcra 
forwaro defense are; . ; 
(1). Over the horizon surveillance. hee Deliver 
Betcus with appropriate munitions. (3) - .A Ccioman 
structure, suyported Eby communications, which allcws 
the integraticn of al sources of informaticr and 
its rapid distributicn to appropriate maneuver, fire 
support and air elements. 


In line with these reguirements, the respensi- 
of the defense system might best be distrikuted as 


~inn 


SC 

1). The brigade commanders are concerned with the 
assaulting infantry |. regiments and the Rancer 
Ccmmandos. (2)..The division commanders deal with the 
second-echelon ainfantry regiments. |. _(3).The corps 
cCamanders handle the seccnd= and third-echelcn armor 
and mé€chanized divisions. 
=—\—The Beene weapons against the infantry and its 

echelcns will be artiliery, whilé€ the brunt of the task of 

disrufting and go5 LE Grad the armored and mechanized divi- 

Sions will ke carried by G.S. and ROKAF [Ref. 17}. 
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To Summarize the success of a forward deferse in 
Korean hinges on several related capabilities. The defense 
must ke akle to see, track and thereby determine the inten- 
sion cf each echelcn cf the attacking force. They shculd, 
if necessaly, te akle to bring ordnance to bear cr all 
echelcns inamctnts that disrupt (or preferably destrcy) 
them kefcre they can approach the forward line of trcorgs. 
Thus, the tattlefield is extended inward into enemy terri- 
tory. Attrition of the enemy's forces is exacted directly 
and cn his cwn scil. khen tke initial assault is blunteé and 
the enemy echelcns are disrupted, a vigorous ccunter- 
cffersive can tke launched into North Korean territcry 
through the use of air, artillery and maneuver fcrces 
(Ref. 17}. 


c. Some Needed Hardware Components 


Cotter and Winker analyzed some needed hardware 
compcnents that are reguired by the ROK and U.S. forces in 
Korean rénirsuia. Tke key reguirements for the U.S. and EOK 
for ocver-the-horizon surveillance in Korea can Ee met by 
exploiting the rapid advances in electronics, such as 
electro-cptical cameras, ground surveillance ~ radars, 
receivers that lcok fcr electric emiters, as well as ctter 
senscrs that can be carried in manned and unmanned aircraft 
co fFcositicned on the cround [Ref. 17]. 

Direct- and indirect-fire weapons are needed to 
redress the force ratio and force density imbalances tkat 
now favor tke pctential aggressors in Korea and to prcvide 
the cafpakilities to carry the tattle into enemy territcry. 
these material imprcevements can be grouped into 2? [rcad 
categcries (Ref. 17) ; 

(V)i6 Survivatle direct weapons. (2). Survivakle 
artillery. (2). Aixr- to- ground dispensers carrying 
area funitions for use against armor, airfields and 
ctker facilities. 


is 


The rresent imbalance in anti-armor can te cver- 
come Ey increasing tke number of anti-tank missile systems 
in the hards of ROK forces by a factor of two tc three, 
Flacing them under |;rotective armor and on helicorgters for 
rapid vse against breakthrough concentrations. The North 
KOre an army is forgidable, but its assaulting infantry 
reguirements are higktly vulnerarie to anti-personrel guri- 
tions. The U.S. Aimy has developed and is now froducing 
this ammunition and tke means for delivery. The replacement 
cf 10&mmg artillery sith the 155mm piece should correct the 
current imktalances in artillery capabilities. The present 
eapacility cf U.S. and ROK Air Force to destroy echelored 
armox needs imprcevemert [Ref. 17]. 

This discussion of improvements is by no mfeans 
complete, having focused only on the more essential items in 
the U0.S./RCK inventcry modernization. The Easic thrust of 
the fcresgoing, in ary event, has been to demonstrate that. 
Korea is cne fotertial battlefield where imbalances in 
converticnal capabilities in favor of the potential acgres- 
sion can ke corrected by the selective infusion cf tech- 
holcgy that 1s availakle on the shelf or in late stages of 
develcpment. But this infusion must be tailored to a compre- 
hensive and integrative concept of operations that is keenly 
sensitive tc the potential eneny's operational code and its 
inheritant vulnerabilities [Ref. 17]. 


Cw. CEFENSE STRATEGY CF U.S.j IB RELATION TO KOREA 


General John J. Hennessey (USA) stated that the primary 
asia defense objective is deterrence and international 
stability.36 U.S. deterrence policy has employed a total 
force ccncépt emktracing its allies, as defined in the Nixon 


Coctrine [Bef. 21]. U.S. national policy remains Fased on 


36See [bkef. 19 pre 44]. 
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the -rinciple that war is an unacceptable means of settling 
disputes agcng nations. U.S. still believe in deterrence, in 
disccuraginyg conflict from a foSition of strength. It takes 
sense and has been successful wanen effectively aprlied 
[Ref. 215. 

General Jack J. Catton (USAF) stated in his article 
(Ref. z1} that the total force concept is a ficrce to 
waximize the free wcrld force available to meet a ccntin- 
gency. Added to U.S. cwn active duty and reserve forces are 
those free world forces ~- allies < who will join U.S. to 
meet a shared threat. The definition of the total force 
tends to tke an enumeration of how much hardware and what 
systems, in what guantity and guality, are needed. 

General Hennessey stated that; 


As sart cf overall deterrence capability of the U.S., 
the U.S. must demcnstrate a clear and evident capfacit 

and resclve to. fight either alone or in concert wit 

allies,at any leve of conrlict, conventionally or with 
nuclear weapons, | so that any potential adversary will 
assess his own risk to be unacceptable. Specifically, 
the U.S. must maintain a cleanly-perceived equivalence 
in ruclear forces jwis-a-vis the JSSR. Concurrently, U.S. 
must Baictain the akility to deter the use, or threat of 
use cf conventicral crcesS agalnst the UeSe,.. ite 
defloyed forces, its allies cr other nations considered 
Vital to U.S. security or interests [Ref. 19]. 


Fecause the U.S. has neither the manpower nor the gili- 
tary rescurce tc counter unilaterally all military threats 
to its cwn n. .onal interests or the collective security 
provided through regional security agreements or through 
tilateral treaties saith individual allies or friendly 
naticns. 0.S. frovided econopic and military assistarce to 
friendly nations, and they in turn support forward-derfloyed 
U.S. ccmkat- forces in times of hostilities or threats of 
kostilities [Ref. 19}. 

The CU.S., with its strategic nuclear forces alone, can't 
Geter all ccntingencies which could affect the interests of 
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it. For many Situaticns , xner-nuclear forces must Lear the 
tain Eurden of deterrence. AS have been demonstrated many 
times since WWII, strategic nuclear forces alone can not 
guararte€ f~eace or irternational stability. Essertially, 
there 1S a continuing need for a U.S. militacy strategy that 
Maintains a strong defense capability even thcugh its 
current relationship with its principal adversary is less 
than Telligerent and hostile [Bef. 19]. 

General Catton e¢mphasized the role of logistics in 
Fcolicy ard strategy, especially for current U.S. deterrence 
defense -clicy. He stated that ; 


There 1S a tendency to neglect the importance of logis- 
tics, a nisunderstarding which, when allowed to fersist, 
threatens the effectiveness of total force. Too cften in 
limited funding, the money also follows this neglect, 
whick wisght fresult in inadequate. pee for the 
Sufpeert unction.. Only responsive logistics gives 
meaning to realistic deterrence, and thus we must reccg- 
hize hat the force which ferforms the functicn cf 
BUEESY and mainteéerance contributes to this_- nation's 
overall deterrence ysosture. The logistics of deterrence 
reccgnizes that wien the eneay p anner sits down to 
assess our forces, he values only those which the logis- 
tics system has ready or can. get ready in time and 
Sustain. Today's national folicy calls for strength, 
partnership aad willingress to negotiate. All are 
1nterrelated but draw their cece rom strength whick 
demands and receives a second logistics base [Ref. 21}. 


Tbe total ferce policy calls upon mutual suprert by 
active and reserve ccgponetts of U.S. military forces and 
the military forces cf friendly nations. Forward defense is 
complemerted by U.S.-based strategic reserve and strategic 
Wilitary forces. U.S. military strength and the werld's 
Fercefticn of that strength are fundamental to deterrence 
and the maintenance of world stability. The oferatioral 
readiness of U.S. ferces is the essential key if the U.S. 
wilitary strategy is to be effective and credible [Ref. 19]. 

As many authors and generals mentioned in their arti- 
cles, tte U.S. has a deterrence defense policy. The RCK is 
che cf tke ost impcrtant allies. Thus it can not be denied 


that FCK is vital to (.S. defense strategy, but there exist 
any froklems that mest be solved on a short- term basis and 


cn a icnc-teéerm basis. 


C. LCGISTICS STEATEGY FOR BCK DEFENSE 
1. Ihe Problems cf ROK Military Logistics 


ae bdiftficulty of Sustained Logistics Support 


Briyadier General Winfield S. Scott, USA (Ret.), 
stated tkat 


Very few countries have qed ce ee logistic sufrert 
caparility. There is nothing threatening about asic 
logistics, therefcre this type of commodity is nct too 
attractive to the leaders of allied countries whe want 
to impreve their defenses. They are aware of the fact 


that sustaining logistic support is expensive 10D 
dollars, manpcwer, educaticn and time, and the mcre 
sophisticated the weapon and its capabilities, the 


greater the need fcr effective logistic support in the 
event cf tostilities [Ref. 20]. 


As Scott mgentioned above, the ROK does not have 
the sustairing logistics support capability. In recent 
years whenever hcstilities have erupted in the Middle East 
they have keen of relatively short duration because cf the 
lack cf sustaining lcgistic supfrort on both sides. Nene of 
the artaccnists have had the combat consumables for the lcng 
haul, thus making them dependent on the outside werld for 
Suppcrt in the lcng run [Ref. 20]. ROK military leaders may 
not ccncern themselves with support other than initial 
Ssuppert kecause the key to success in the event of hcestili- 
ties iS Surfrise and a short war, waich is terminated refore 
the U.S. have time tc react. Once the U.S.~ does react, it 
contrels the pace of warfare with its follow-on lcgistics 
unless tke North Korea is militarily superior to the South 
Korea anc can end thirgs quickly. The U.S. has to decide 


whether cr not it is to its advantage to provide ccmtat 
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forces ck support forces or Ecth. If the U.S.comtat fcrces 
are provided, there is always tne possibility that the USSR 
cr China will also ccumit its combatants. 


k. Maintaining Operational Readiness 


General Jchn J. Hennessey stated that ; 


Military strategy and readiness are so ciosely related 
that tkey can not te separated. Readiness enccmfasses 
Such civerse things aS the positioning of men ané 
high ley at stratégic locations, the maintenance of a 
h level of operational capacity and es paredness in 
h active and reserve ccm chents> and the maintenance 
of adeguate logistics capabilities to sustain ccmbat 
It can Le pres OE ee pop oeeous to use the word read- 
ineéss in lace of a it would ke pointless tc 
spend Fillions of dc tiacee “tor Bea ons equipment, war 
reserves, airlift and eos Tit we did not have the 
ability to use tken the “fullest if Sou ea 
Maintaining operaticnal readiness involves; Der oyment 
planning, wnit training, continyency planning [Ref. 15]. 


As General Hennessey noted above, the RCK sili- 
tary personnel should have the ability to use the weapons, 
equiprerts, and any kind of logistics hardware confonents 
which will ke given to the RCK military forces at the time 
cf hostilities. Ever though the ROK military forces can get 
the wearecns which have excellent capabilities, either from 
FMS program or grant aid of the U.S., if the ROK military 
perscnnel has no cafability to use them effectively and 
efficiertly, they will be useless. Therefore, what is 
needed fcr the ROK gilitary forces is that at least the 
logistics féersonnel should be trained to teach the field 
users hcw to use tke specific weapon system ina shcrt 
feriod cf time, and to avoid the undesirable fprecess of 
teaching. The U.S., if 1t has any plan to give weafon system 
support, shculd give them as scon aS possible, not later or 
at the emersency. that should ke done by the ROK gilitary 
jeaders is that; 1f they have any plan or schedule tc cet 
fetter seapon systems, they should do it as sccn as 
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fossiltle, in order tc help the operational readiness cf the 


FOK giljitary forces. 
Cc. Logistics Strategy for the Future 


Colonel Harry L. Gregory, Jc., USAF, stated 
that; 


It is readily apparent that UASF lacks a viable lcgis- 
tics strateyy to meet the future. Instead of a single 
lntegrated and integrating set of ideas, t[eliefs, and 
concerts, we have had a ccaplex and sometimes contLadic- 


tory welange of notions. Little changed since WWII, cur 
current support ccnrcept has failed to adapt to envircn- 
ment dynamics. The evolution of bee eee on the acdern 
battle field has ccnrfronted SEra ued y with the realities 
of firite resources ; at least one Logistics factor will 
always impose limits on a pilitary fofce. A new frane- 
work fcr logistics support, a logistics strategy, is 
heeded to enSure tull realization of war-fighting [foten- 
tial frcea available resources. [Ref. 22]. 


We can think of the problem argued by Greycry as 
addressirg the RCK nilitary forces. At any time, the KOK 
Filitary forces must kave the ability to cope with any kind 
cf hcestilities of the North Korean military forces, tut as 
we have already seen in the fFrevious chapter, ROK military 
forces are inferior to the North Korean military forces. 
Therefore, if there is no U.S. ground force in Kcréan 
Feninsula , the stability of RCK might be in danger. Further 
more, tke FCK should analyze the capability of U.S. f1i1i- 
tary forces whether cr not it can provide combat fcrces in 
case cf North Korean Lostilities. After analyzing the [cssi- 
bility cf provision cf the U.S. combat forces, ROK gilitary 
forces must have contingency flanning which the ROK fcrces 
alone can cope with tke North Korean hostilities, cr can do 
it with (.S._logistics suppert only. 


d. Knowledge about Logistics 


Knowledgeable logistics leadership, guidance, 


and pclicy are necessary to create a single lcgistics 


cperaticr fccused on attaining the correct objective, sili- 
tary capability. No ailitary fcrce can be entirely effective 
in Carrying out its 2ission, no matter how outstanding it 
may Le, without logistics. The compiexities of snilitary 
logistics are such tkat perscns appointed to senior manacge- 
Ment fcsitions who don't possess a depth or Il1cgistics 
experience and understanding can't provide etfective leader- 
ship to this multifaceted oferation in the near tern. 

What makes this problem worse is that tcst cffi- 
cers, especially yourg competent officers, want to ke on the 
commanding line. They don't want to be supply officers or 
logistics-related staff officers. This problem is nct only 
the property of the FCK military officers, it may also cccur 
in the U.S. military. There may be many reasons why ttey 
avoid teing the suprly officers. One apparent reason is the 
Fromcticn cfpporttnity. In other words, the promotion rate of 
the cferaticnal field is higher than the logistics field, 
especially in The RCK Army. It may also be true in ctker 
services of ROK military. 


€. Logistical Realities of ROK Military Forces 


While strategies and tactics are guickly adcpted 
to ckranging situations and okjectives, the logistics systen 
as alarge anda ccmplex frecess reguiring complete and 
careful maragement tc make any sufficient changes in okjec- 
tives cr results. 

Given this envircnment, it should be understard- 
akle that changes aay require years to institute. Any 
external change that affects the production tase, the 
quality cf repair, cr the transpertation system can dramati- 
Cally chance the cagability of the logistics netwerk to 
Suppcrt gilitary forces. While weapon systems and their 
resource recuirements have become more complex and expen- 
sive, tke funding levels necessary to support these systems 
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have cccasionally been reduced. This problem cculd be 
confrcented Ly any free wcrld nations which may ke in 
econckzic recession. It requires the reduction of furding 
levels, especially in logistics field of the military. In 
this situation, we should consider any kind of alternatives 
for savings. 


2- Alternatives to Solve the Problems 





Eefcre develcfing alternatives, we should reccgnize 
that Kor€a is the U.f£. ally which has the highest fossikili- 
ties cf getting involved in trcuble. In developing alterra- 
tives tc solve the problegs mentioned in the _ frevious 
secticn, we can consicer the alternatives which the U.S. say 
follcw, rtéecause the U.S. policy in relation to the RCK aili- 
tary forces, especially in logistics field, has great 
impacts cn the logistics strategy which the ROK agilitary 
will fcllow. The pessible alternatives which can be devel-. 
oped Ey the ROK military forces night depend on the types of 
Ssuppcert ry the U.S. Therefore, we may need to develop the 
alternatives that the U.S. could choose, and then the KOK 
Hilitary forces could develof its own alternatives. 

The first possible alternative is to provide rili- 
tary adviscrs, newer and ketter weapons, and the ccntat 
consumeakles such as ammunition and repair parts without 
sending logistics sufrort troces. This was essentially the 
courses of action followed during the early stages of 
Vietnam war. Learning how tc frovide erfective and scphisti- 
cated logistic suppcrt is an all but impossible task wken 
undertaken concurrent with the deliveries of equifzrent, 
Supplies and ammuniticn. Not cnly is war-time suppert cf an 
army mCreE difficult tkan peace-time support, there is alsc a 
need fer a tig expansion of the in-country logistic suppecrt 
syster, farticularly in the field of combat consuzreakle 
equipment ard supplies [Ref. 20]. 
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Ihe second pcssible alternative is to provide lcgis- 
tics support trocps in additicn to the first alternatives. 
logistics support activities such aS Supply, maixrtenrance, 
transportation, and particularly Supply and invertcry 
contrcl reguire many specialists with diverse skills and 
experience workirg tccether as a team [Ref. 20]. Therefore, 
if the U.S. would net provide logistics support trocrs with 
the rewer weapon systems, it might take longer time to 
cbtain tre skills srecuired to maintain and support the FOK 
Hilitary forces. However, the second option offers a gccd 
fossikility for the KOK military forces to get the ability 
cf mairtaining the «cst improved logistics capability ina 
short fericd of time. 

It is apfarent that the favorable option to the KOK 
1s the seccrd one, €ither inp a peace time or in an active 
war. However, we may not be sure which option is the Letter 
chne tc tke U.S... Tkerefore, we need some analysis. This. 
analysis should start from the analysis of the support- 
ability cf the U.S. ccmbat force, because the U.S. lcgistics 
Suppcert pelicy to the ROK Gilitary may change acccrding to 
the suppertability of the U.S. combat force. 


3- Analysis 
ae Supportarility of the U.S. Military Forces 


We must recognize that while the U.S. Army had 
coly twce sucre divisicns ir 19868 than the sixteen it has 
today, total army strength has been cut inhalf ; 1.57 
willicr men in FY 1968 to 780,000 men in Fy 1976. While scme 
cf this reduction carn be attrikuted to the reduction cf two 
divisions, the elimiration of headguarters, change in crga- 
CLizaticnal structure, and other improvements resultirg in 
greater cverall efficiency, most of the reduction has been 
at the expense of tke follow-cn and sustaining logistical 
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suppcert forces [ Ref. <0]. With such a cut back in lcgis- 
tical support forces, U.S. leaders of today face essentially 
the same Situaticn tkat existed in 1965 when the Refuklic of 
Vietram needed mcre TFelp. The U.S. has only two real cprticnus 
then, and U.S. has orly two now; 
(1). Either the commitment of U.S. combatant fcrces to 
fight in anottéer country's battle. (2). Cr the 
unleashing of tke nuclear arsenal. 

The nuclear soluticn was never a viable one and 
the United States's devastating experience with the fcrmer 
has nade this option almost as infeasitle. The build-up of 
Army ccutat forces ir Vietnam was completely dependent ufon 
the rate at which logistic suprfort units could be activated, 
trained and deployed. Legistic support units were not 
availarkle in the active Army tc support deployed forces. In 
Vietnam War, UesSe refused to activate reserves which 
included or organized mcst of the logistics units. If they 
had been available, they could have been sent to Vietnam to 
Frovide Ease (rear area) logistic support for the Arny of 
Vietnam, and the U.S. leaders would have another opticn. 
This cpticn would not only have enabled the Vietnamese high 
commard tc convert many thousands of Vietnamese lcgistics 
troops te ccmbat soldiers. It could also have reduced the 
need for U.S. Army units to become engaged in combat cfera- 
tions. It is very difficult to provide sustaining lcgistic 
suppcert cn short notice [Ref. 20]. 

There is cne more factor that should be corsid- 
ered when we analyze the possiblity of providing ccmkat 
forces of the U.S. in case of the North Korea hostilities. 
General Catton stated that; 


We must irclude the people as _a vital part of the tctal 
force pelicy. Becatse of our democratic way of life - a 
Gowers Lee of, by and for the people - the naticnal 
eadershir must. respond to the moods of our enor a 
even if the mocds are marred by misunderstanding. They 
appear tc lack an urderstanding of the external threat, 
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and appear indifferent to the need for an adéquate 
resrense to the pace ng threat. This misunderstanding, 
if trarslated into rational decisions, could Seriously 
weaken our country's military posture. The gilitary 

ower cf our cpporent continues to grow. At the same 

ime, we find mary in American society reluctant tc 
accept tkis fact and tc respond with the rescurces 
necessary to raintain an América with sufficient rili- 
tary strength to execute cur national policy. Future of 
the U.S. QO maintain an adeguate military fosture weuld 
underg@zine allied ccufidence in our capability and will- 
ingness to fulfil existing international agreemerts. 
American do believe in feace andin the fréedor and 
digrity of each huzan teing [Ref. ] 


For the difficulty of providing U.S. ccokat 
forces to tke allied ccuntries, Winfield S. Scott USA (Ret.) 
suggested the strategics logistic command?? in U.S. 


What is eee needed tc provide a real credirility 
for the United States's foreign Deak is a strategic 
logistics command that cculd provide Doth initial and 
suStaibing support cn short notice. Then, should any of 
its allies beccme irvolved in hostilities and it were to 
the advantages of the J.S. to assist that country, the 
State Department cculd negotiate the necessary _agree- 
ments whereby the strategic logistic command would take 
over all in-country Lkase-tyrpe logistic support. This of 
course wculd release all atle-bodied perscnnel in the 
allied ccuntry to fight. [Ref. 20]. 


It may be natural for us to think that the U.S. 
should ccnsider the kind of alternative suggested in the 
previcus section, if the U.S. wants to keep its leadership 
in the free world, ard wants tc help its allies which may be 
involved in difficulty. If this strategic logistics ccmmand 
came intc kéing in tke U.S., the ROK military should have 
some kind of organization that can work with its trcofs. 
Even if the J.S. gilitary didn't have an organizatica 
Similar tc the stratesic logistics command, the ROK gilitary 
forces must consider a organization which can meet the rcle 
aS a Bediatcrc beéetweer the 0.S. and ROK military fcrces in 
case cf unexpected hbcstilities by North Korea. 


37See [Fef. 20 pre 73-75]. 
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bk. Reguirements of Military Logistics 


As we discussed in the previous chapter, the 
noderr art cf war is composed of three coegual, indeperdent 
elements ; strategy, tactics, logistics. Proficiency within 
€ach elément and comprehensive integration of all e€lenents 
are prereguisite to stccess on the battle field. The evolu- 
tion cf teéechnolcgy in warfare has settled any gquesticn of 
the criticality cf lcgistics. An effective fighting force is 
contingent cn those fcrces which the logistics community can 
wake available for combat and then sustain through the 
reguisite yeéeriod of ccnflict. 

We are ncw confronted by a numerically superior 
enemy whcse doctrine places fcremost emphasis on surprise. 
He pesses Ranger Coumandos capable of seizing our aerial 
forts, ccmmunication centers, air base, and logistics facil- 
ities. Tkerefore, it will be necessary to protect the lcegis- 
tics facilities fren the sudden attack of the Rancer 
Commandcs. 

Many worthwhile initiatives have focused atten- 
tion cn ccst-effective analyses of a scenario so detailed 
that flexibility of the force to meet any unexpected ccrtin- 
gency becores guesticnhable. Because of skyrocketing ccsts, 
extended prceduction lead times, and increased ccuplexity, 
modern weapon systems will te retained in the inventecry for 
incréasirgly longer feriods than was experienced in the 
Fast. 

Fred Gluck stated that during peace times, fili- 
tary forces became the butt of social, economic, and felit- 
ical fressures whick cause the establishment of secondary 
cbjectives. These ckjectives, although seemingly scurd, 
detract frca available resources, create new friorities, and 
generally tend to shift the focus of military forces (lcgis- 
tics in farticular) from their primary objective tc thcse 
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seccn¢éary ckjectives. The enemy's percepticn of our ili- 
tary power, and therefore its deterrent effect on them, is 
tased primarily cn the tangikle evidence of military caja- 
kility provided ry tke logistics operation, rather than on 
any strategic or tactical plans proposed by the oferatioral 
element cf the fcrces. During peace time, planned ¢trat- 
egies and tactics share the ceéeyguirements of military lcgis- 
tases. However, duriDdg wartise, military logistics limits 
and skarpes the strategies and tactics that can be imple- 
mented tkrcugh the aacunt and type of military capability it 
Frovides to the combat forces [Ref. 24]. 

Again for the RCK gwilitary forces, it locks like 
peacetize, but in fact it is a semi-war period. The rilitary 
capability cf ROK is inferior to North Korea, there is a 
urgent neéd to increase military capability of the ROK. ct 
the reguired amount cf military capability can't be created 
during tke state of preparing for war, then the prckability 
that it can be attained while waging war is significantly 
low, urless we are engaged in a long-lived, low-order, 
converticnal war. 

Therefore, again it 1s reguired to increase 
Wilitary capability, and to increase military capability cf 
ROK, it should be weapons-oriented logistics concurrently 
with zairtaining perscnnel-oriented lLogistics.3& 

The industrial kEase is absolutely critical to 
the ccrtinuing needs cf military forces. It must ke reéccg- 
nized that at any civen pcint in time, when war may be 
initiated, the amount of military capability that can be 
created, and therefore the anzcunt of military power that can 
ke agpglied, -1is based on these resources currently fessessed 
ky the ailitary, and not cn what will be provided in the 
future by tke industrial base. 


3&@fFersonnel oriented logistics includes food, shelter, 
clothing, uedical, training,...etc. See [Ref. 23 pp. 16]. 
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If we reexamine the Vietnamese War, the U.S 
forces frevided muck logistic support to the Vietnamese 
forces, cut they were not used effectively lrecause cf lack 
cf training. 

What 1S réeguired today urgently Ly the &OK and 
C.S. wilitary forces in Kcrean Peninsula is the fractical 
training of currently existing weapon systems which can be 
given tc the ROK miditary forces by U.S. military forces. 
And further, RCK needs Continual assessment of trilitary 
capakility of its cwn forces compared to North Kcréan 
forces. If it will still be inferior to that of North Kcrea, 
the U.S. ground forces are required until the ROK pilitary 
forces can wage the war. 


4. logistics Strategy for Ihe 


a. the Necessity for Understanding Military 


Logistics 


The logistics strategy that should considered at 
first is the necessity of understanding the importance and 
true méarinc of military logistics by high military cffi- 
cers. For this matter, Fred Gluck stated that; 


Within the military today there exists a major frecctler 
which car not be eliminated by. additional eferse 
spending. This efreblem is the failure of the [CcD tc 
fully understand gilitary logistics and its significance 
to the (primary functicn of the military torces. 
Deficiencies in tke logistics enviroanent St ea aoe 
this lack of understanding oa Lee eae impact the nafticn's 
military forces. Tkéese impacts result in ; 

1). Defective organization structure, relaticn- 

shits, and responsifilities. 

ae Dictative concepts. ; 

ae 23430" c£ concéntrated logistics cbjectives 
ef. 


ecm 
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To overccme these deficiencies, the followings?? shculd be 
accoaplished. 

1. Military logistics must te viewed as a majcr segment 
of the military forces, and must be recognized asa 
Eranch of military science equal to tactics and 
strategy. Military lcgistics must be integrated 
acrcss the military complex as an essential fart of 
tke management and the nation's military caparility. 

2. Tke current gilitary lcgistics need transiticr fron 
vintage WWII lcgistics to modern military logistics. 
Ike KOK can nec longer afford to treat nilitary lcgis- 
tics with some level of ignorance. The importances of 
strategies and tactics notwithstanding, modern snili- 
tary logistics is the -Easis of military power, i.€., 
the Jevel and duraticn of war that can be waged by 
ccmtat forces. Therefore, the effective and efficient 
operation of scdern military logistics is critical to 
the safety and survival of the ROK. Moderna military 
lcgistics must provide the assurance that ccnceft, 
structure, fccus, and management of military lcgis- 
tics are present and effectively aligned tc frcevide 
fer the needs cf today's military forces in general 
and its ccmbat forces in particular. 

3. Successful isaplementation can not occur until the 
necessary knowledge and understanding of modern gili- 
tary logistics are provided to the field. 
Icplementation reguires that ; 

(a) « Senior MND (Ministry of National 

Defense) officials must fully understanc tke 

- true rcle, okjective, aad igpertance cf fili- 
tary icgistics in the present forces. 


393Fcecr mcre detail relevant to the U.S. military forces, 
see [bef. 23 ppe- 13-17], and [Ref. 24]. 
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(Db). From this newly formed understanding 
there must originate a single MND-arprroved 
ccacert of snodern military logistics wtshich 
will grovide to the field, along with ctter 
inforagation and guidance, a total view of 
military logistics within the MND (what it 
1S, that it does, and what it seeke to 
achieve). 


After these reguirements are met, either the 
individual services cr the ROK Army Logistics Command {AIC) 
can begin tc Shape ard then to initiate the reguired tran- 
siticn tc a modera military lcgistics oferation. The keys to 
this effcrt are knowledge and understanding. 

(1) Majcr Contents That Should Be Understcod. 
To understand the rcle and significance of smilitary lcgis- 
tics, the fcllowing scenarios gust be understood. 


(a). The possible objectives of nilitary 
forces of any nation should te ; 
1). Deterrence of war 
Z)- Defend its nation from enemy's 
attack 
=). Supporting national objectives 
However, the primary function of rilitary 
forces is tc wage some level of war, when called ufen. for 
Korea, especially in the present time, the required military 
functicrn might ke te deter war in Korean Peninsula ard to 
support rational objectives which may be continual grcwth, 
and finally to defend the attacks of present and futtre 
Fotential €remies. 


(b). In order to accomplish ROK Military 
functicns mentioned akove, kOK Military Forces must always 


have a capakility to wage scme reguired level of war. 


(c)- in today's miiitary environment, arued 
coniliicts are waged Ly sophisticated weapons. Therefcre, the 
capakility to wage war is frevided to the ccmbat fcrces Ly 
the Icgistics enwirornent (system) in the form of sustained 
operaticral weapcns. Here we need the definition of military 
capatility. Military capability, defined by Fred Gluck, is 
the auacuat cf war that can bre waged by these weapons, stated 
in quantitative terms. It is defined as the irtensity 
{power) and duration cf war that can be waged by oferational 
wearcns fossessed by ccmbat forces. Military capability is 
the furcticn of ; 

1). The number of operational wearfens 

Zz). The power of this weapons (the sun 
of their capability characteristics). 

Sie The duration of use cf that 
peower,1.¢€., the maximum number of times 
that the weapon can be exercised in 
ccabat until it no longer can te kept 
Oferational. This has strong lcegistical 
dinitaticnos on the military capability. 

But, as we discussed in the comparison of the fmilitary 
forces Eétween ROK and North Korea, The ROK is inferior in 
the rumker cf weapons and its capability. 


(d). Fred Gluck stated that military cafa- 
kility is the product of military logistics systen. Tren 
any activity, organization, or agency within the MND which 
contrirkutes directly or indirectly to the creation and 
sustaining cf military capability is in fact a fart of the 
nilitary lcgistics systen. 
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(e). In creating any sustaining nilitary 
caparility there 1s a natural order*® to the major cpera- 
tions or segments of the military logistics systen. 


Strategy R&D jAcguisition |Operations |Combat forces} | 





Figure 5.1 Logistics Flow. 


Io scue extent, ROK gpilitary forces are superior tc North 
Korea in the field of fersonnel-oriented logistics, Lut need 
some imprcvement in the weapecns-oriented logistics field,. 
especially in R&C, and acguisition. But, the important fact 
that shculd be understood is that the personnel- criented 
logiscics remains ar essential ingredients in fEcth the 
acccufplishment of the logistics objective and primary func- 
tion cf the mlitary fcrces. 


(ft). Military logistics provides a level cf 
military capability hich alicws for the implementaticn of 
tactical decisions. Eut, it is important to note that it 1s 
also gessitle for military logistics to restrict the imple- 
mentation of tactical decisions because of a reduced ilevel 
cf wpilitary capability. In cther words, the operational 
Flanning should be changed according to tne increase or 
decrease in the capakrility cf military logistics. 


ae 3-1 represents the logistics flow, and it is 
reprcdicéd from [Ref. 23 pp. 15]- 
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Acccaplishing the above content cculd be 
done Ly scheduling sfécial sessions or lectures in The Arny 
Staff Ccllese ard in The National Defense College cé£ the 
KCK e 


k. A ROK Spécial Logistics Force 


(1) The Necessity of 


1O 


rganizing A Seecial 
Logistics Force. it would be worthwhile to 
€exafine the negessity and ccacept of a strategic lcgistics 
force sucgested Ty Brigadier General Scott for better lcgis- 
tics strategy of the ROK military forces. He stated the 


necessity of a strategic logistics force as follow; 


1 ng as credible nuclear capabilities are in teing 
e U.¢. must find ways of competing in the fcreigi 
licy area without running the risk of. super porer fo 
perpewer confrontation. £ the U.S. 1s to retain its 
leadership in the free world, it must not only deter the 
direct aggression cf any world power that haS the cafa- 
patty of attacking U.S., it must also provide suppcrt 
for ats friends through the world. Such begins. with 
providing, allies the necessary weapons and eguipment 
which tkéir armed fcrces must have to defend thefselves. 
It shculd not end kere, however, it must continue with 
an effective means _ of OEE a Sustained logistic 
Bee roe tc its friends whenever they attacked by Eurro- 

ate armed forces cf another country. Sustained logis- 

ics sufpyort means more than weapons, eguipmert “and 
coukat ccnsumeables. It mteans logistics, trained logis- 
tics tiIocys, management, and ccmmand control, which cnly 
countries with advarced ances have the capakility 
of [rcviding on shcrt notice [Ref. 20 


s le 
he U 
olic 
uUPeEL 


ROK should try to maintain and suffort the 
weapcrs and eguipment furnished under the provisicn of the 
grant aid program by the U.S. government. What is needed in 
an emercency is both logistics and logistics troops whc can 
move inand take over base-type or wholesale logistics 
support thereby releasing the akle-bodied to fight. 

. As a historical evidence of the necessity 
of this kind of strategic lcgistics command, we can ccnsider 
the VWiectnagz War. [uring the early days of the Vietran 
involvement, the U.£. opted to have its soldiers fight the 
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kattle rather than ficvide for -~ase depot (rear area) Ilcgis- 
tics suprert of the FVNAF. This rear area mission, which was 
referred to by many as "The Enclave Concept" was not adcpted 
ty the 0.S. Military Assistarce Command. The command chcse 
instead the Strategic Hamlet Concept and an active ccnkatant 
role for the U.S. Armed Forces. With the fossible exception 
cl a few unigue cr emergency situations, the U.S. aid did 
not previde depct or base tyre logistics support fcr the 
RVNAF during the conflict. All supplies furnished ry the 
U.S. gcvernment became the property of the Vietnamese 
goverrgert uhen cff-lcaded at the port, in other words, it 
was theirs to usé or abuse. Frigadier General Scott stated 
that it is unconceivatle that the American people will ever 
again fermit the utilization of the U.S. combatant forces in 
awaxr wkerein there is any alternative short of ccmyglete 
capitulaticn and surrender cf the U.S. [Ref. 20]. 

Vietnam was asked to shoulder an eéver- 
incréasirg turden of fighting, using American materials. The 
Vietnazization program was logistics at its fest in direct 
Suppert cf naticnal ;fclicy and strategy. Its climax was 
Project Enhance Flus. Project Enhance Plus was designed to 
Frovided the RVNAF sith more combat equipment and improved 
logistics sufficiency. Pricr to the project, the U.S. had 
keening fpreviding a logistical support to the ‘South 
Vietramese military cver an extended period, while at the 
Same time helping figkt the rattle. Now with the gcal cf the 
total withdrawal of U.S. ifminent, the Vietnapization 
Frocess kad to be complete and had to be sufficient. There 
were twc prceblems ; the magnitude of operaticn, and a tight 
schedule [Ref. 21]. 

fo avoid this kind of problem in RCK, the 
FOK skhculd have orgarized a special logistics force which 
can crerate with the U.S. or allies! logistics troofgs in 


case cf hostilities in Korean Feninsula. 
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(2) General Ccncept of A Special Legistics 

Force. We can assume that the [feace-time 
logistics support of the U.S. to the ROK will continue, and 
in case cf any hestilities cf the North Korea, the &ECK may 
ask fcr additioral Felp to the U.S. and/or to the allied 
countries. Upon the reguest of additional support, the U.S. 
could provide either combat forces or logistics supfpert 
fEOOrS cr Ecth. At the initial stage of the hostilities, 
the currently existirg U.S. ground forces will take fart in 
the war. Hcewever, if the ROK military and U.S. ground fcrces 
Willi succeed in Elocking the initial hostilities, there is 
good pessibilities that the ccnflict will continue over scme 
extended period cf tine. By this time, the President cf the 
U.S. will determine whether cr not withdraw the existing 
U.S. grcund forces. If we assume the U.S. withdraw its 
ground fcerce from Korean Peninsula, even though this with- 
drawal sktould nct hagpen, the U.S. may provide cnly the 
logistics troops concurrent with some advanced sophisticated 
wearpcn systems. Baséec on this assumption, there should tea 
Wilitary crganiazation that can accept the logistics sufport 
and cpferate the giver systems or eguipment by the tear which 
may ke ccmposed of tke special logistics force of the ECK 
and the strategic logistics torce of the U.S.andyor that of 
allied ccuntries'. MTkis special logistics force may tLe the 
combined organizaticr of three military services, 1eG€e, 
Army, Navy and Marine Corps, and Air Force. This special 
logistics fcrce could be operated during bcth peace time and 
war time. 


ept of Employment of OK 





The ccncept of the Operaticn or 
Bissicn of this special logistics force would be; 
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1). The gembers of this special lcgis- 
tics force can work with the J.S. or allied countries! 


logistic suffort forces. 


2). It can accept the arms transfer 


from the U.S., if they withdraw their ground forces in feace 
time cr war time. 


Dye This logistics force must be 
trained to accept the logistics support of the U.S. andyor 


allied ccuntries. 


4). It could be trained durinc the 
comtined exercises such as "Team Spirit Exercise", or if the 
U.S. dispatch any kind of strategic logistics fcerce for 
exercise, tkey cculd te trained at that time. 


5)- For akove operations, the neceés- 
sary pert cr ground facilities and the communicaticn netwerk 
fust re established in advance. | 


6). It could assume the current 


weapcns [rccurement responsikilities. 


re It should have the akility to 
reguest the reguired equipzert and components. Fer these 
activities, close mcnitoring of the logistics status cf the 
comrkat fcrces will be reguired, and must respond guickly to 
the reguest of the ccukat forces. 


(b) - Organization And Other Considerations 


1). It could be one of the units cf 
the Ccatined Forces Ccmmand (CFC), or DPA (Defense Preccurement 
Agency) cf KOK. 


2)- It should be composed of Arty, 
Navy and Marine Corps, and Air Force logistics representa- 
tives tc support their unigue #ilitary -Eranch. 
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3)- If there is any Similar crganiza- 
tion in the U.S., it should have some connection cr crgari- 
zation which act as liaison or mediator. 


4). To avoid confusion and increase 
effectiveness, this special logistics force shculd be 
combined with, if exist, current organizations which have 


the sitilar responsitilities. 


St The active duty members should 
have tke akility to ccmmunicate with related foreign lcgis- 
tics trccrps, in otker words, there should be ne language 
problems. Actually, the Language training will be reguired 
continually, as long as the RCK is recipient of any sufprcrt. 


(c).- Expected advantages froma special 


Logistics Force 


By adopting this special lcgistics 
force, tkere might be some advantages ; | 


1)- The RCK military could have nmcre 


comrat fcerces than before adopting this policy. 


2)- The combat forces could get mcre 
effective and efficient war-time logistics support, tkecause 
at cculd tLe dcne trained yersonnel and by freplanred 
schedule. 


3)- The ROK military forces can fight 
with the eneny, even if the U.S. ground forces wculd be 
withdrawn during the yseace tine. 


ce. -Acqguisiticn Strategy 


When we ccnsider a weapon acguisition stratecy, 
we Shculd think of the life-cycle costing and the acqguisi-~ 
tion [Iccess. 
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(1) Life-cycle Costing. Gereral 
Jack J. Catton, USAF, €mphasizes the life-cycle costing as a 
Froctrement strategy, and also other procurement related 
documents of the U.S. state the sane ccntents. 
Histcrically, when a weapon system approached the active 
inventcry, logistics has twe prime responsibilities ; 

(a). To suppcert the design which the engineers had 
Freduced. 

(kK). To design the support reguired in order to do 
that effectively. Logistics was expected to prepare 
itself to supply, maintain and modify that system fron 
the time it kegan its service until its missicn 
ccapleted. Today, as in the past, the day-to-day kLusi- 
ness cf the logistics cCcmmand is maintenance, sufrly 
and sodificaticn, i1.e., improving its ability to 
Support the operational design through more efficient 
Crganizaticn, improved computer capability, refined 
manufacturing technigues and concepts, and cther mreas- 
UrES. However, we new have the addition of a third 
respensibility. National fiscal constraints, which 
have forced a continucus search to do better, had 
ccmrélled us tc get into design cycle early ercugh to 
preclude as many costly logistics problems as 
possitle. This means design for support [Ref. 21]. 
Experience gained over the past years indicates tkat 
4WO-60%%! of tke total life-cycle costs for a weafon 
systenz can be tied to the basic logistics supfpcrt 
€¢lements. If ne are gcing to make economies and effi- 
ciencies in our support, we must consider the lcgis- 
tics support infact during the design process. We must 
induce develoruert engineers in the military services 


and among defense contractors to give proper weight to 


4itSee [kef. 21 pee 10-12]. 
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ultimate suppcrt costs. However, the designer is 
ccncerned about meeting the operational parameters - 
how fast, how far, how high. The manufacturer is also 
ccrcerned with now,i.e., he is reluctant tc spend 
rcrey now to save money in the future. All cf these 
resistance 1S natural enough, but it can't be 
Fergzitted to ccntinue. Somebody has to realize that 
Support costs cvera life-cycle of a weapcn system 
will have the gcre impertant impact on availability of 
resources to crerate, ftaintain - and nost important, 
tc modernize. the one who must keep his eye cn future 
ccsts is the lccisticiar. The designers, contractcrs 
and oyerations feople must keep an open mind tc the 
advantages of life-cycle costing. If we fail tc empha- 
size lojistics and life-cycle cost implications, we'll 
have permitted the purchase of less military strength 
with the dollars spent [Ref. 21]. For better lcgis- 
tics support, the ROK military should adapt the life- 
cycle costing method. 

{2) Need For Some Change in Acguisition 

Prcecess. One amore consideration is the 
acguisition preccess which can help the acquisition 
strategy fcrmulation. As we discussed in the earlier 
secticn, the ROK military forces acguire advanced 
weapon systems through the FMS program of the U.S. And 
when we consider the weapon systems acquisition, it 
will be necessary tec to think the impacts cf FMS 
Frcgram on the U.S. and ROK industry. General F. 
Michale Rosers, USAF, stated about the FMS as fcllcws; 


Research and development costs, as well as froduc- 
tion and administrative costs associated witk FMS, 
aie Charged tc the purchasing government. In this 


BORE sales are £ecoMermn a substantial 
rare of JU. R & D ccstSe .e- oreign military 
sales eyminate gars in production lines, keer 
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facilities cfen, and retain skilled enfplcyees. 
ENS poogaas thereby maintains at least a fertion 
CE he national andustrial base that cculd 
sustained otlerwise [Ref. 25]. 


The FMS fregram provides the ROK cr any 
allies cf the U.S. with the ofporctunities to prepare and 
encotrace their cwn defense. However, to some extent, the 
KOK is telfing the U.S. defense related industry which 
require tighly advanced technology, as mentioned Ly General 
Rogers. If the ROK continues to accept the FMS eregranm 
withcut its own development frogran, 1t will lose many 
things. Fcr example, it will take time to get advanced tech- 
nology fxrcm western ccuntries, and it will be difficult to 
retain tre techndiciars who get the highly advanced tech- 
nology frcem abroad réecause of lack of related industrié¢s. 
The KCK wilitary should have some develcpment progran. The 
apparent thing is the technicians who get the education fron 
abroad are working in the foreign countries. In some sense, 
this siaple example shows that the ROK has’ Leen losing the 
Fotentaality of furtler growth of advanced technology. 

Ancther thing which should be recognized 
ky the FCK is the fact that the FMS program of the U.S. 
telps the gaintenance of the employment levels of the U.S.. 
{Ref. 253. Therefore, what is needed for the ROK is that it 
should arrly the FMS frogram ty selective basis. In ctker 
words, if any weapcn systems or eguipment which cculd be 
Froduced with its own potential production facilities, with 
some R & D work, the ROK should develor them within the 
country. Tae acquisition strateyy should be changed by 
careful assessment of many variables such as technology and 
the industry-of the 5CK. 

For example, if the ROK has advanced tech- 
nology ard industry tase to develop a sophisticated wearon 
systex with some assistance of the U.S., it should be 
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deveiczjed Ey the ROK itself for the long-term point cf view. 
If tke FCK does not adopt this acguisition strategy and 
Furchasé weapons and gilitaLry e€gquipment, the defense-related 
technelccy may not te developed as rapidly, and the BOK 
Wilitary fcrces have to furchase necesSary weapecns and 
€guipments continualiy from the U.S. and/or from the fcreign 
countries. However, the adcption of this policy needs mcre 
detail aralysis in terms of costs and other fossible disad- 
vantaces which are nct discussed in this thesis. 

Ancther thing that should be ccensideéred 
carefully ry the ROK is the fact that administrative costs 
cther than & & D costs and freduction costs, associated with 
FMS are charged to the purchasing government, i.e., the RCK. 
James &. Schiffman stated in his newspaper article that ; 


U.S. defense contractors fear that a new organizaticn 

The EES Mutual Aid Asscciation, set up to aid scuth 

Korean tilitary retirees may cost G.S. companies added 

PaEfe S6q0 troukle in selling weapons tc Kcrea 
Ele <£ @ 


If there exist tco mary middle agencies in procuring weafon 
systeas frcem foreign countries, the apparent fact is that 
the precuring costs till increase in the end, because the 
ccmMmissicns given to the agencies should be included in the 
administrative costs cf the contractors. Also there pight be 
some advantages to the ROK from this organization, Aad € 
will ke ccmkined with the existing agencies, if nct exist, 
and cperated effectively and efficiently. This may need 
careful aralysis, especially in terms of competitive 
contracting principles. 

= In ceneral, what is needed for the RCK is 
the necessity of charce of its military equipment or weafon 
systems acguisiticnyfrocurement process. It cculd be 
combined with the special logistics force which is suggested 
in the previous secticn. 
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VI. CONCIUSION AND RECOMMENDATIONS 

It is recessary to understand the basic concerts and 
weaning cf logistics and strategy, if we are to greferly 
prepare logistics strategy for business or military fields. 
Until ncw, considerable time and effort has been devoted 
toward tke developmert of strategic and tactical alterna- 
tives tc increase frofit inthe business fields and to 
Gefend naticnal interests and to win in the battle fields, 
€ilther in active war or cold war. However, logistics has 
always Leen treated as the seccndary important fields cr in 
some cases has been tctally neglected. Now, it is tire to 
stop ccnsidéering the strategy and tactics only, either in 
Eusiness or military fields. Rather, much more attention 
must ke rlaced on lJcgistics tc survive in the ccrpcrate 
kattle fields and to defend the countries of the free world 
from the threats of tke communist world. 

Tke importance cf the military logistics can nct be 
denied in the defense of the Republic of Korea. It 1s in 
fact tke ccrnerstone of the military forces, because it 
Frovides ccubat forces with the capability of waging war, it 
provides the only targible evidence of military fewer in 
deterrinc the threat of the North Korea, it limits and 
Shapes tke strategies and tactics that can be ingplemented 
during tke waging of war, and finally its effectiveness 
directly impacts the costs and capability of the ROK m1li- 
tary forces. 

What are needed urgently for the defense of the RCK in 
current situations are ; 

1. Ike gilitary commanders or planners, especially in 
bigh ranking levels of ROKA, ROK Navy and Marine 
Ccrps, and ROK Air Force must understand the 


107 


loportance of logistics tc accomplish their mrissicns 
cr cljectives. If they don't consider the logistics 
implicaticns cn strategic and tactical planrinrg and 
perfcrmance, it might fe a waste of money tc invest 


tillions cf dcllars in acyguisition of advanced rili- 


tary equipment or weéapcn systems. Therefore, they 
Should know logistics in connection with the 
Suggested scerarios in chapter five. All cfficers 


shculd be ecucated continually about Icgistics 
through lectures or any other possible methods in the 
Army, Navy, and Air Force Staff College, ard in the 
Military Acadegies of each three services. 

Tre ROK should prepare for hostilities with North 
Kcerea. In the course cf preparing for it, the CK 
military must consider the role of the U.S. ground 
ferces positicred in Korean Peninsula in relaticn to 
tke Gls. defense strategy and historical evidence... 
Whetker or not the U.S. ground forces will fight in 
ancther Korean conflict, the ROK military forces must 
Erepare for using the lcegistical support of the U.S. 
andycr allied ccuntries effectively. It will be 
réeguired to frepare for the acceptance of the arms 
transfer during peace tine andfor the acceftance of 
tte logistics support during any unexpected hcstili- 
ties with North Korea within a short period of time. 
This means the necessity of new military organization 
such as a special logistics force which could dc the 
jects related to the acceptance of the Il1cgistics 
Suppert of the U.S. cr allied countries. This consid- 
€xration should be developed in more detail as sccn as 
Eessible. 

Tke KOK military forces might be equipped [y weafon 
systems throtgh the acguisition and procurement 
process. As long as the ROK military forces cet 
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weapcn systems or bilitary eguipment through the 
acguisiticn ficcess, it should flace an attenticn on 
acquisiticn strategy. fhe apparent fact is that the 
oferating and faintenance costs of any weafon systems 
are larger than the initial acyuisition costs. This 
réguires tne life-cycle ccsting methods as an acqui- 
Siticn strategy. One more thing tnat should te taken 
attention by the ROK military forces is the freccure- 
ment process cf weapon systems from another ccuntry 
cL acguire witkin the KCK. The more the number of the 
Biddleman agencies in the procurement process, the 
cre the experse that cculd be paid. Therefcre, it 
might be cheaper to ccmtine existing organizaticns 
which are related tc the weapon systems acqgtisition 
Frocess into a Single entity. 

There are many acre things that must be considered by 
the Repuklic of Korea military forces. However, the abcve 
three ccrsiderations should be examined in depth by the FOK 
tilitary commanders or planners. As a result, it might mtain- 
tain acre responsive logistics support during war time and 
in peace time. 
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